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Executive Summary 

The Agricultural Sector Development Grant I1 (ASDG 11) is a $28.2 million grant to the 
Government of Niger. It consists of a $20 million nonproject assistance sector grant and an $8.2 
million project component. The program's purpose is to enhance the ability of individual rural 
inhabitants to gain control over resources they habitually use and to manage and profit from 
them in a sustainable manner. The grant will contribute to the project goal of increasing 
agricultural production and individual income in rural Niger. This will abet the USAID 
Mission's strategic objective of increasing opportunities for sustainable agricultural production 
and rural enterprises and the USAID's mission goals for sustainable market-based economic 
growth and locally managed resources. 

Although the five-year grant program was planned to end in December 1995, the technical 
assistance team did not arrive until March-May 1993. Given this delay, the Agricultural Sector 
Development Grant II has satisfied the conditions precedent for one of four planned tranches of 
program funds as of July 1994 and has disbursed only those funds. It cannot satisfy Qe 
conditions precedent for the three remaining tranches by the program assistance cornpietion date, 
nor could $15 million be disbursed and used in a rational manner in the remaining eighteen 
months of the project life. The project's original objectives remain valid, and the Agricultural 
Sector Development Grant I1 appears to have the potential to meet many of them. The evaluation 
team proposes that the project assistance completion date be extended to December 31, 1998, to 
place the program back in a five-year project time frame. 

There has been good progress in the four areas of intervention targeted by the natural resources 
management component of the Agricultural Sector Development Grant 11: (1) the development 
and coordination of a national natural resources management strategy and program, (2) the 
development and implementation of the Code Rural (resource tenure), (3) decentralization of 
natural resources management activities, and (4) revision of the role of the forester. There is 
some controversy about how to integrate the support of the Agricultural Sector Development 
Grant I1 and the World Bank First Phase Gestion des Ressources Naturelles project in support of 
the Programme National de Gestion des Ressource Naturelles. The recent successful experience 
in integrating different donor programs and approaches creates optimism that these two can be 
successfully integrated. 

The Gestion, Administration, et Reformes Institutionnelles (GARI) institutional subcomponent 
needs to be eliminated or seriously revised. It is problematic in terms of the appropriateness of m& ?*y 
the project design, feasibility of achieving the conditions precedent, and implementation. J&&O;~ 

----? :~~r,~--?."-m..-7-.m.r. erroneous'assurnpaons ~nii--@ojFct~designl .%--E:tz a.2y * there is little chance that the GAR1 activities cay 
achidVCCfie cddilitioiis brkeedent or meet tf& policy objectives of the subcornponen$ Other donor 
programs have undertaken a fundamental restructuring ofdthe technical services and will do more 
to improve service delivery at the field level than was ever envisioned in the Agricultural Sector 
Development Grant II. The GARI subcomponent has had difficulty implementing even the 
activities that appear feasible. The institution responsible for most of the GARI activities, the 
Direction des Affaires Administrative et Financikre (DAAF) of the Ministere de ltAgriculture et 
de l f~ levage ,  has a recent history of personnel turnover and disorganization, and there are 

Tropical Research and Development, Inc. 
xi 



indications that these problen~s have not been resolved. The proposed revision of the GAR1 
subcomponent indicales that it will be a separate project activity rather than a component 
contributing to policy reform. The proposed revision also implies the need for a different 
combination of skills than those possessed by the current-technical advisor for the Gestion, 
Administration et R6formes Institutionnelles. 

\ The second institutional subcomponent, the nongovernmental or3anization and private-sector 
program, appears to have high potential but has not yet begun. It will strengthen local 
participation in natural resources management by funding the natural resources management 
activities of nongovernmental organizations and other local, private-sector organizations. It will 
also support the institutional development of these local organizations to increase their capacity 
to contribute to local natural resources management. Because the expected startup of this \ subcomponent is near the end of 1994, four years into the five-year life of the project, the 
evaluation team recommends extending the program and project for an additional three years. 

Access to funds made available to eight Government of Niger agencies as budget support under 
tranche IA is completely blocked due to administrative problems. This blockage has e-*sted for 
six months, since December 3 1, 1993, and it is uncertain when it will be resolved. Theslowness 
of the accounting and disbursement procedures for the ASDG II program funds also hinders 
program progress. This problem of financial administration must be resolved if the ASDG II is 
to have a chance to meet its program objectives. To simplify the administrative procedures, the 
Government of Niger and USAD need to negotiate a compromise status for these funds so that 
they are not constrained by criteria applied to Government of Niger budget support or by criteria 
applied to USAID project funding. 

The program design assumed that attaching a condition precedent concerning each area of 
implementation to each tranche of program funding would promote effective program 
implementation. This resulted in 6 1 conditions in 48 conditions precedent. Program-related 
personnel spend as' much time tracking and administrating the process of satisfying conditions 
precedents as implementing the technical programs and activities that the conditions precedent 
were supposed to engender. Improving program implementation requires streamlining the 
conditions precedent and identifying Government of Niger institutions and personnel who are 
responsible for tracking and administrating the process of satisfying conditions precedent. The 
evaluation team recommends the elimination of a few specific conditions precedent. However, 
serious streamlining is only possible if USAID rejects the design assumption that a condition 
precedent for each area of implementation should be attached to each tranche. 

One important element in an effort to reduce administrative problems and facilitate improved 
program implementation is the establishment of a position of national Agricultural Sector 
Development Grant I1 program coordinator. This position should be responsible for the 
administration of the program and project. Another element is the merger of administrative 
responsibility and official coordination instead of locating them in two different ministries as is 
presently the case. Official coordination should be made the responsibility of the national 
program coordinator or, if that is not possible, of the office responsible for administrative 
supervision of the program. 
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Administration of program components and their respective technical assistance will be 
simplified and more effective if the program office is located higher in the organization than 
where the program components are now located. The evaluation team believes that the 
administrative supervision of the program should be moved either to the Office of the Prime 
Minister or to the Office of the Secretary General of the Ministkre de 1'Agriculture et de 
1'~levage. Program components and their respective technical assistance should be located in the 
organizations responsible for the targeted activities, if administratively feasible (see chapter 11 
for specific recommendations). 
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1. Overview of progress in the Agricultural Sector Development Grant 11 Program 

1.1. Chronology of the development and implementation 

The Agricultural Sector Development Grant I1 project was authorized August 21, 1990, as a 
five-year project with a project assistance completion date of December 31, 1995. The original 
authorization was for a $20 million dollar program component and a $5 million project 
component. The project component authorization was amended August 25, 1992, to increase it 
to $8.2 million. 

The Grant Agreement was signed and the initial obligation of tranche 1 for $5 million was made 
on August 24,1990. The Grant Agreement was amended on July 29,1991, to increase the 
program component authorization to $10 million and to increase the project component au- 
thorization from $2 million to $3,472,000. Both the Program Grant Agreement and the Limited 
Scope Grant Agreement were amended a second time in 1992 (August 2 1 and 3 1, respectively). 
Amendment Number 2 to the program component split tranche I of program funding into two 
tranches of $2.5 million each, and also allocated the conditions precedent for tranche IA and 
tranche IB. This was accomplished by applying the conditions precedent that had already been 
met to tranche IA, allowing the release of the first $2.5 million in August 1992. At the same time 
the project component obligation was amended to add $2.5 million, increasing it to $5,972,000. 

A third amendment to the project component, signed April 21, 1993, added another $1 million 
for a total obligation of $6,972,000. A third amendment to the program component (about 
August 1994), will split tranche 11. The amendment allocates the six or seven conditions 
precedent that will be satisfied by July-August, 1994, to tranche IIA so that the budget support 
can be released more rapidly. This budget support will be divided, 60 percent for investment and 
40 percent for operational support. 

The conditions precedent for tranche IIB may be satisfied near the end of 1994 if the existing fi- 
nancial blockage is lifted so that funds are accessible to finance condition-precedent- related 
activities. 

Niger traversed a period of political instability shortly after the project was designed. A National 
Conference was held intermittently from July through November 1991 to determine Niger's 
political future. A transition government ruled from December 1991 to A p d  1993, when a new 
government was democratically elected. First the transition government, then the newly elected 
government, had many preoccupations other than the conditions precedent of this program and 
project, including a financial crisis that still existed in July 1994. By partitioning the first tranche 
and its conditions precedent, the Government of Niger was permitted to qualify for a first 
dispersement of funds two years after the project design (August 1992). 

USAID encountered difficulties establishing the terms of reference for the technical assistance 
contract, delaying the awarding of the primary technical assistance contract until January 1993. 
The technical assistance team was put in place from March to May 1993, just as the 
democratically elected regime was coming to power. More than half of the original five-year 

-- - - -- - 
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program and project timeframe had expired before the technical assistance team arrived. Tranche 
IB financing the nongovernmental and private-sector subcomponent was released in late May 
1994. USAID has again had difficulty establishing the terms of reference for a technical 
assistance contract for the new component. The contractor is waiting for the scope of work to 
be finalized so that it can respond with a proposal. Thus, this major subcomponent, which is to 
receive one third of the total program funding, had not yet started in July 1994. 

1.2. The relationship between the ASDG 11 program and the USAID mission strategy 

The goal of the mission strategy is to "promote sustainable market-based economic growth while 
emphasizing locally managed resources and reduced population growth." Agricultural Sector 
Development Grant I1 responds to the mission's second strategic objective: "increase the 
opportunities for sustainable agricultural production and rural enterprises." Specific targets under 
this objective are to "increase individual and community control of natural resources and 
increase participation in and output of private-sector activities." Agricultural Sector 
Development Grant I1 is designed to improve the policy environment with regard to natural 
resource management in order to promote improved local resource management and use. Policy 
reform is expected to relieve constraints to or provide incentives for improved natural resource 
management. The Government of Niger and donors agree that some of the important areas 
where policies are a constraint include land and resource tenure, decentralization of natural 
resources management and other activities, more effective coordination of natural resources 
management and development programs, the incorporation of biodiversity concerns, 
transformation of forestry field agents' roles, broadening the role for nongovernmental 
organization participation and private-sector participation in natural resources management and 
development activities, and improved delivery of technical services by agencies of the 
government. Agricultural Sector Development Grant I1 has an intervention in each of these areas 
where policies are considered to be a constraint. While there is a heavy focus on policy, the 
nongovernmental organization and private-sector subcomponent will fund field-level activities. 
These activities will focus on increasing productivity while maintaining or improving the natural 
resource base, which will increase rural incomes and well-being. 

1.3. Project component inputs 

The two areas in which there have been problems with project component inputs are these: 
(1) the slow pace at which program funds have been disbursed (discussed in Section 

4 under "Conditionalities," and in Section 3 under "Finances," respectively); 
(2) the fact that a monitoring and evaluation system is not yet established (discussed 

in Section 9 under "Monitoring and evaluation." 
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2. Progress related to priority outputs and activities identified in the program 
assistance approval document and project paper 

2.1. Natural resources management component 

2.1.1. Strategy and action plan 

Numerous donor-sponsored activities have contributed to the development of a national natural 
resources management strategy for Niger, including the World Conservation Union, UNSO, 
United Nations Development Programme, Comite 1nter-c tat pour la Lutte contre le Secheresse 
dan le Sahel, the United Nations' Food and Agriculture Organization, and the World Bank. 
USAID prepared a Natural Resources Management Action Program and Action Plan under the 
centrally funded the Natural Resources Management Support strategy. The Cellule de Gestion 
des Ressources Naturelles was created in 1991 by the Government of Niger to develop and 
coordinate natural resources management strategy and to help harmonize these diverse donor- 
supported strategies. Integration under the Cellule de Gestion des Ressources Naturelles has 
helped eliminate duplication of staff and mandates and to combine resources in the development 
of the Programme National de Gestion des Ressources Naturelles. 

At present, there is considerable controversy regarding the role and the organization of the Pro- 
gramme National de Gestion des Ressources Naturelles and the relationship of Agricultural Sec- 
tor Development Grant II to both the Programme National de Gestion des Ressources Naturelles 
and the first phase of the World-Bank-financed Gestion des Ressources Naturelles project 
(discussed in more detail in the institutional section). The past success in coordinating divergent 
donor approaches to natural resources management creates optimism that these organizational 
problems can be worked out and that the development of an effective national natural resources 
management strategy will continue. 

2.1.2. Specific International Resources Group team activities 

The International Resources Group team has participated in a number of natural resources 
management activities in the fifteen months of project activity. A partial listing includes: 

collaborated with the Cellule de Gestion des Ressources Naturelles to conduct an informal 
meeting to coordinate donor activities related to the Natural Resources Management 
support project (December 20, 1993). 
Collaborated with the Cellule de Gestion des Ressources Naturelles in preparing a 
workshop on the monitoring and evaluation of natural resources management projects 
(November 29 to December 2, 1993) 
Assisted International Center for Research in Agroforestry and Institute National pour 
Research Agronomique au Niger in conducting a national workshop on farmed parklands 
(August 13, 1993). Participated in a workshop on agroforestry in Ouagadougou. 
Helped prepare a workshop on resource economics (to be held in late 1994). 
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Collected some preliminary data and established a database on natural resources 
management program and projects (ongoing). 
Participated in organizing studies and workshops on the role of the forester. 
Participated in organizing a study on environmental information systems in preparation for 
a workshop that the team will help organize in July 1994. 
Participated in the organization of a study on natural forest management in Niger. 
Helped organize a follow-up study on decentralization to explore issues not developed in 
the original study. 
Helped prepare a workshop on the experience and future of indigenous nongovernmental 
organizations in Niger. 
Helped prepare a workshop on management by objectives. 

2.1.3. Resource tenure 

Since the publication and distribution of the Principes drOrientation du Code Rural (Comit6 Na- 
tional du Code Rural, 1993), two draft complementary texts, mise en valeur and terroirs 
drattaches, have been released. Two of the seven proposed test Commissions ~onci&es  have 

--, 

been funded by DANIDA and are being established. The Secr6tariat Permanent du Code Rural 
(SPCR) is largely dependent on ASDG I1 non-project assistance funding to meet its budget. 
Progress in SPCR activities have been delayed by the financial blockage in the use of ASDG 11 
program funds (see financial section). Given the use ASDG I1 funds for the preparation of 
complementary texts, it is not clear if the SPCR allocation can be stretched to also cover the 
funding of additional Commissions Fonci2res. 

2.1.3.1. Land Tenure Center activities 

The Land Tenure Center has done well in fulfilling the objectives identified in its collaborative 
agreement under Agricultural Sector Development Grant 11.' It produced four major studies, 

1. USAID's Agriculture Sector Development Grant II contract with the Land Tenure Center specifies that the Land 
Tenure Center "shall be responsible for the following activities: [to] 

(1) undertake relevant studies . . ., 
(2) design and implement a system to monitor the progress of the Rural Code process . . ., 
(3) set up and implement a training program for six individuals . . ., 
(4) assist the Rural Code development component to incorporate the findings of the study into an 

effective Rural Code, 
(5) provide collaborative support to [the International Research Group], which has the lead 

responsibility, to: (a) assist the Rural Code Committee in communicating Rural Code legislation to 
the rural population of Niger; (b) develop a natural resources management training program for 
local authorities, 

(6) assist USAID in drafting the conditions precedent relating to security of tenure for the second, third, 
and fourth aanches of ASDG 11, 

(7) submit an annual work plan . . ., 
(8) coordinate activities . . . ." 
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(Ngaido, 1993a; Loofboro, 1993; Terraciano, 1993a and 1993b; Ngaido, 1993b), a 
commissioned paper (leiz, 1993), report on a forest code workshop (McLain, 1993), and an 
issue paper (Ngaido, 1994), which are directly related to Nigerian resource tenure and usufruct 
issues. 

The Land Tenure Center's research assistant is presently conducting research in Niger 
(November 1993 to October 1994) and is backstopping the Land Tenure Center as its 
representative in Niger (e.g., by providing resource tenure information to World Bank 
representatives for the development of the Programme National de Gestion des Ressources 
Naturelles). His research includes the development of a monitoring system that can be used by 
the Government of Niger to help guide development of the Rural Code texts and monitor the 

a major contributor at the national popularization workshop in Dosso and at several of the 
impact of implementing the Rural Code. In addition to his Land Tenure Center research, he was 

subsequent regional workshops. 

The Land Tenure Center supported a three-day workshop for members of the ad hoc Comite de 
Reflexion sur la Popularisation du Code Rural. It has funded translation of the Rural Code into 
eight languages and the printing of the Rural Code in Hausa, Djerma, Fulfulde, and ~.amaschek. 
The Land Tenure Center will also assist the Secretariat Permanent du Code Rural in organizing a 
training program for the members of the Commissions Fonci8res. 

2.1.4. Decentralization of natural resources management 

The International Resources Group team prepared a terms of reference and helped organize a 
follow-up study on decentralization to explore issues not developed in the original study funded 
by Comit.6 1nter- tat pour la Lutte contre le Secheresse dan le Sahel. The International 
Resources Group team also helped Cornit6 1nter-c tat pour la Lutte contre le Secheresse dan le 
Sahel organize a regional conference on decentralization and land tenure in Praia, Cape Verde. 
Administrative reforms that are necessary to support decentralization are being studied through 
the International Resources Group's support of the regional forestry role workshops and a 
nongovernmental organizations workshop, ongoing monitoring and evaluation activities, a 
planned international study tour for forestry role, and a planned nongovernmental organizations 
roundtable. The training program for the Commissions ~ o n d e r e s  supported by the Land Tenure 
Center will include aspects on improving training in natural resources management for local 
leaders at the arrondissement level. 

, A -  

2.1.5. Forester roles in natural resources management 

Activities in this area of intervention are progressing very well. Three workshops on the role of 
forestry agents have been designed; the first was conducted in Tahoua in May 1994. The Inter- 
national Resources Group funded a short-term consultancy to produce a methodological guide 
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and to facilitate the first workshop. Agricultural Sector Development Grant I1 funds also 
financed per diem expenses for approximately thirty participants. The first workshop is being 
evaluated to help improve the remaining two that are planned. These workshops, related study 
tours, and national seminars planned by the International Resources Group team will help define 
approaches to test potential new roles for forest agents. 

2.2. Institutional component 

The institutional component consists of two subcomponents: the Gestion, Administration et 
Rkforrnes Institutionnelles (Management, Administration and Institutional Reform) subcom- 
ponent, and a nongovernmental organizations and private-sector subcomponent. The objective of 
the Gestion, Administration et Rkformes Institutionnelles subcomponent is to improve the 
delivery of technical services at the field level through a combination of policy reform and 
institutional strengthening. Working with the Direction des Etudes et de la Programmation and 
the Direction des Affaires Administrative et Financikre of Minist&re de 1'Agriculture et de 
l'Elevage? the Gestion, Administration et Reformes Institutionnelles subcomponent strategy is to 
improve resource management by the Ministhe de 1'Agriculture et de l'~1evage through 
improvements in the ministry's administrative and management procedures and policies. 
Attainment of the objectives is complicated by the fact that most of the important policies in 
question are government wide and not under the specific control of the Ministkre de 
1'Agriculture et de l ' ~ l e v a ~ e . ~ h e  program assistance approval document, project paper and 
conditions precedent suggest an implementation strategy that would replace existing 
administrative and management methods with procedures based on high-tech, computerized, 
U.S.-style management and administrative tools. This strategy erroneously implies that such 
tools as computerized inventories, personnel files and accounting will result in the same type 
of management improvements that would be achieved under U.S. conditions. Lack of internal 
control by the ministry over budgets, salaries, and personnel recruitment, rewards and policy, 
along with other technical and social constraints, limit the results which realistically might be 
expected. 

The nongovernmental organization and private-sector subcomponent is devoted to strengthening 
local participation in natural resource management. The implementation strategy is to make a 
minimum of 30 percent of the program funds (or approximately $5.5 million) available to 
support the natural resources management activities of nongovernmental organizations, 
cooperatives, village associations, and private-sector organizations. A grants management unit 
will be established under the International Resources Group contract to manage these program 
funds and to promote natural resources management activities by these local institutions. Recent 
Government of Niger policy is to support such institutions and lessen restrictions on grassroots 
activity. Participatory local institutions are a recent development and require support for ' 

2. The program assistance approval document clearly expected the Ministhre de laAgriculture et de l'81evage and the 
Ministhe de SHydrolique et de I'Environnement to be integrated into a single ministry. The institutional advisor has 
also tried to work on similar activities with the Direction des Affaires Administrative et Financi2re of the Ministbe de 
1'Hydroiique et de 1'Environnement. 
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institutional development if they are to take on an important role in local natural resources 
management and development activities. 

2.2.1. Information systems for better resource management, Ministiire de llAgriculture et 
de l'hevage 

The 1993 work plan for the Gestion, Administration et Reformes Institutionnelles institutional 
subcomponent was extremely ambitious. Many of the activities have not been completed. One of 
the major activities of the institutional advisor has been the preparation of a questionnaire on job 
descriptions and job holders. It provides data on the responsibilities and activities of personnel 
positions and on the career experience and training background of the human resources filling 
these positions. It also includes an evaluation by the hierarchical supervisor of personnel 
competency and training needs to allow personnel to better accomplish their duties in relation to 
each post. The questionnaire would allow the establishment of databases that would permit 
better personnel management, including derivation of training plans, career path tracking, and 
the distribution of personnel by region and by categories such as area of functional-skill, age, 
grade, and the like. 

In the Directorate of Environment, one hundred personnel successfully completed this question- 
naire and returned the forms to the institutional advisor for processing (another two hundred are 
expected to be completed shortly). A database containing the information from these question- 
naires on Direction de llEnvironnement personnel was established by the institutional advisor. 
The questionnaires distributed among Minisere de YAgriculture et de ~ ' ~ l e v a g e  personnel in the 
Tillaberi arrondissement were not completed. Since November 1993, there has been no progress 
in retesting the questionnaire or other follow-through on the part of Direction des 8tudes et de la 
Programmation, the Direction des Affaires Administrative et Financi&e, and the Ministkre de 
1'Agriculture et de 1181evage. 

Preparation of terms of references for a study of (1) information systems on human resources, 
equipment, infrastructure, and financial resources, and (2) human potential and personnel 
assignment policy in Minist2re de ltAgriculture et de l t~ levage  were finalized in March, 1994. 
International Resources Group and its subcontractor have experienced delays in finding and 
fielding consultants to complete these studies, but implementation is scheduled for July-August 
1994. 

Another important activity of the institutional advisor was an analysis of the financial system, 
that is, the process of accounting and disbursement of Agricultural Sector Development Grant I1 
program funds. He documented the 22 steps in the fund disbursement process for Agricultural 
Secfor Development Grant I1 program funds and many of the problems working through this 
system. He also provided a report on expenditures to date in September and again in November 
1993. 

The GARI advisor has had neither counterparts within, or good working relations with, the 
personnel, equipment, and financial services of the DAAF which are responsible for 
management and administration of these resources in the Minisdre de 1'Agriculture et de 
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I'Elevage. Due to this limited interaction, he has had little opportunity to train personnel in the 
sophisticated management and computer skills which are among his primary areas of expertise. 
The computer specialist provides formal computer training one afternoon a week, but is 
constantly solicited to provide technical support for computers and computer operation. This 
technical support includes a considerable amount of demonstration and training to individuals, 
as well as providing technical backup. However, much of this training and technical support is 
focused on the basics of computer operation. Much of the Ministry's personnel need to 
develop these basic computer skills before they can use the sophisticated management and 
administrative tools suggested in the implementation strategy. Training on the design of 
information systems awaits the results of the consultant's studies. 

2.2.2. Design of a program budgeting system 

Two workshops were held between January 24 and February 5, 1994 to introduce more than six- 
ty people from the ministries of 1'Agriculture et de 1181evage, llHydrolique et de 1'Environne- 
ment, and Finances et du Plan to the concept of management by objectives with a primary focus 
on communication rather than budgeting. The design of management by objective and program 
budgeting systems for the Ministkre de 1'Agriculture et de 1'8levage has progressed very little. A 
plan that balances budget and program can be designed, but that the political process will 
allocate sufficient operating funds to maintain the planned balance is doubtful. 

2.2.3. Strengthening the participation of nongovernmental organizations and other rural 
institutions in natural resources management 

The Principes Directeurs d'une Politique de Dkveloppement Rural clearly state that the GON 
policy is to expand the role of nongovernmental organizations and private-sector organizations 
in rural development. A process to incorporate such organizations in national development 

I activities began at a workshop held in Dosso in May, 1990. A second workshop on the role 
and future of national nongovernmental organizations in Niger was held February 21-25, 
1994, under the auspices of the DDRIMFP and with support from ASDG 11. One of the four 
commissions reviewed regulations governing NGOs during this workshop. The commission 
found that the regulations are no longer a constraint and do not need to be modified further. 
The report indicates that continuing problems are due to the incorrect interpretation and the 
lack of application of the existing regulations by government agencies. However, many GON 
bureaucrats interviewed by the evaluation team express some discomfort with expanding the 
role of NGOs and private sector orgahizations, believing that such expansion implies reduced 
funding and a reduced mandate for GON technical services. GON policy towards NGOs has 
changed much faster than peoples' attitudes. The expressed discomfort underlines the 
importance of the process to create consensus about how these organizations can be integrated 
into development activities. As the next step in this process, a roundtable between NGOs, the 
GON, and donors is presently scheduled for August-September, 1994. A committee has met 
regularly since the February workshop to prepare the roundtable. While the date may slide a 
little, organization of the roundtable has progressed well. 
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USAID has agreed in principle to establish a grants management unit for the management of a 
local currency fund to finance the activities and institutional development of nongovernmental 
organizations and other local institutions. The tranche IB of Agricultural Sector Development 
Grant 11, which will finance this local currency fund, has been released, and USAID is amending 
the contract of the contractor to include grants management. 
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3. Counterpart funds 

3.1. Review of the uses of Agricultural Sector Development Grant II counterpart funds 
and an  assessment of their relevance to Agricultural Sector Development Grant I1 
goals and purpose. 

Tranche I of the program funding was split into two separate tranches of $2.5 million each, less 
8 percent, which goes into a USAID programmed local currency trust fund. Tranche IA was 
released in August 1992 and was used to support the budgets of eight structures under the tutelle 
of the Ministry of Agriculture and Livestock (Ministkre de lfAgriculture et de lf~levage) and the 
Ministry of Hydrology and Environment (Minisere de Hydrolique et de 1'Environnement). 
These structures are Sous-Cornit6 de Ddveloppement Rural (Sous-Comitk de Dkveloppement 
Rural), Cellule-Gestion des Ressources Naturelles, Secr6tariat Permanent du Code Rural, 
Direction des ~ t u d e s  et de la Programmation, and the Direction des Affaires Administrative et 
Financi6re of the Ministkre de 1'Agriculture et de l'$evage, the Direction de 1'Environnement of 
the Minist&re de 1'Hydrolique et de lfEnvironnement, the Facult6 d'Agronomie of the University 
of Niamey, and the Institut Pratique de D6veloppement Rural at Kollo. 

Tranche IB was released in May 1994, and the funds are reserved to finance field activities of 
nongovernmental organizations and other local private institutions and to help support the 
institutional development of nongovernmental organizations. Tranche I1 will likewise be split to 
permit more rapid access to funds that will provide budget support for selected Government of 
Niger institutions. These institutions all have some role in the areas of intervention targeted for 
policy reform. With the exception of the Secretariat Permanent du Code Rural and the Direction 
de l'Environnement, these institutions are not in direct contact with rural populations. But these 
are institutions where decisions are made that will impact income opportunities, the costs or 
opportunities to manage resources in a sustainable manner, and the rights and control of rural 
inhabitants over resources. 

3.2. Assessment of the relationship of counterpart fund use to stated Government of 
Niger strategy and priorities for improved natural resources management. 

The Government of Niger and donors involved in natural resource management agree that the 
areas of natural resources management policy targeted by Agricultural Sector Development 
Grant I1 for intervention are priority areas for the improvement of natural resources management 
policy in Niger. Counterpart funds used in these areas of intervention correspond directly to 
Government of Niger strategy and priorities for improving natural resources management. 
Improving the capacity of nongovernmental organizations and other local private institutions 
(rural associations, credit unions, groupements, etc.) to support natural resources management 
and rural development is also a specific government strategy and priority. Improving the 
planning, management and administrative capacity within Ministh-e de l'Agriculture et de 
lf~1evage corresponds to a Government of Niger strategy rather than a priority to improve 
natural resources management. The Ministc?re de 1'Agriculture et de 1'~levage directorates 
primarily responsible for the delivery of technical services (Direction de 1'Agriculture and 
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Direction de l f~ levage  et des Industries Animales) have not yet received funding under 
Agricultural Sector Development Grant II.~ 

3.3. Review of the overall management and problems encountered in disbursing the 
counterpart funds for operational support by Government of Niger. 

Two serious problems have led to a complete blockage in the disbursement of counterpart funds, 
which at the time of this evaluation has continued for over six months. One problem relates to 
the transfer of residual funds-from one annual budget to the next. The second is the extremely 
long and slow bureaucratic process presently used for the disbursement of funds. 

All Government of Niger agencies that were allocated budget support under tranche IA have a 
remaining balance of unused funds but have been unable to make additional expenditures since 
December 3 1,1993. These existing funds cannot be spent because there are no budget lines for 
these activities in the 1994 national budget. The Government of Niger treasury is not 
accustomed to handling funds earmarked for specific governmental institutions, and the 
Minist5re des Finances et du Plan does not automatically transfer remaining funds from one 
budget to the next. (In the general case, unused budget allocations are returned to the national 
treasury for reallocation the following year.) An arrcte' authorizing the transfer (report) of 
residual funds from the 1993 to the 1994 budget will be made only when it is possible to update 
the entire national budget. Budget support has been halted for over six months, and it may be 
several more months before additional expenditures can be committed. 

The disbursement of funds has been very slow. The accounting and payment procedures for 
these earmarked funds channeled through the treasury system are so slow that bills from late 
1993 are still being paid in June 1994. The International , .  . . 

-cadYiSQr 
has documented twenty-two steps in the process r ed for ' f A_gricultural Sector \ 1 ~ , e < e 1 0 7 . 4 1  1n addition, financialYmmitrne=d2d goods were 7 

disrupted by the January 1994 devaluation. Imported goods, for which orders were already made 
but which were tied up in this lengthy disbursement process, had to be reordered at double the 
cost in Franc Cornrnunautd Financihre Africaine, or the orders canceled. A large portion of the 
unspent funds exists because of such canceled orders and the complete blockage of additional 
expenditures since December 3 1, 1993. 

Agricultural Sector Development Grant II funds pass through the Minist&re des Finances et du 
Plan and the national treasury in the twenty-two-step process mentioned above because they are 
officially labeled as budget support by USAID." The definition of budget support used by 

3. Direction de l'Agriculture does receive substantial support from the World-Bank-financed Projet de Renforcement 
des Services Agricoles. 

4. The Direction du TrQor is a directorate within the Ministhre des Finances et du Plan. That ministry is responsible 
for handling most of the Government of Niger's financial resources but uses different procedures depending on the 
origin and use. The treasury is involved in handling Agricultural Sector Development Grant I1 funds only because 
they are categorized as "budget support." It is this processing through the treasury that extends the procedure to 
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Agricultural Sector Development Grant I1 contrasts sharply with the Government of Niger's 
concept of budget support. The GON's concept of budget support, based on normal operating 
procedures, is that funds are deposited in a general treasury account and used to pay salaries and 
other general governmental expenses. The GON's treasury is not accustomed to handling funds 
that are not in the treasury account and that are earmarked to support specific governmental 
agencies. These funds require special procedures in addition to the normally long and tedious 
administrative requirements, and they cannot be used for priority treasury expenses like salaries. 
The technical services in the MinistEre de l'Agriculture et de ll~levage, and the Ministhe de 
1'Hydrolique et de YEnvironnement would like to avoid the treasury's procedures by returning to 
a project funding approach. This, however, might create serious problems for USAID. 

USAID decided to use the budget support approach and have funds accounted for in the treasury 
disbursement process to avoid having to account for the funds all the way through final 
expenditure under USAID procedures. USAID procedures are in fact about as torturous as those 
of the Government of Niger treasury and would likely require the presence of an expatriate 
financial manager on the International Resources Group's technical assistance team. This will 
become necessary if the program is considered by USAID to use a project funding approach. 

There is another financial problem in that accounting records show the wrong balance in the 
Agricultural Sector Development Grant I1 budget support account to Minist&re de SAgriculture 
et de l ' ~ l e v a ~ e .  The 1993 budget lacked specific funding support and therefore a specific budget 
line item to fund the annual agricultural campaign. The Minist&re des Finances et du Plan 
originally thought that Agricultural Sector Development Grant I1 "budget support" could be used 
for these purposes and attributed the expenses to the Agricultural Sector Development Grant I1 
budget support budget line. However, ASDG I1 funds were in separate bank accounts and 
therefore were never accessed to fund the agricultural campaign. But the accounting glitch has 
remained, and for reasons not apparent to the evaluation team, has not been resolved. The 
transfer of the remaining ASDG I1 1993 budget funds to the appropriate 1994 agency budgets, 
has been delayed more than six months by this oversight. 

The Government of Niger and USAID need to determine how the existing system for the 
disbursement of funds can be made to work more effectively, or what more functional system 
can be substituted in its place. Budget support that is only available three or four months of the 
year will not allow the program to progress normally or support the achievement of Agricultural 
Sector Development Grant I1 objectives. In order to reduce the bureaucratic hassles, the 
Government of Niger and USAID need to negotiate some intermediate approach that is not 
considered budget support by the Government of Niger and that is not considered project 
funding by USAID. Clarification of the differences between the Government of Niger's and 
USAID'S definitions of budget project support may provide a basis for achieving this 
compromise. 

If the present disbursement process continues to be used, a possible solution would be for 

twenty-two steps. The ministry has simpler procedures for other types of funds, but for budget support it is obliged to 
use this complex process. 
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Agricultural Sector Development Grant I1 to fund one or two positions within the treasury which 
would handle all of the Agricultural Sector Development Grant II accounting. These individuals 
would then become accustomed to the peculiarities of handling these funds, and could process 
them more quickly and accurately than at present. Another alternative might be to contract a 
local accounting firm to provide personnel to help with this accounting process. 

The tranche IA financial reports required for tranche 11 (Section 4.2.A.5 of the Grant 
Agreement) have not yet been submitted to USAID. These reports must be completed and 
procedures established to ensure that the reports for future tranches are presented in a timely 
manner. 

3.4. Review of the status of the nongovernmental and private-sector fund and the 
potential of its use by nongovernmental organizations and other private-sector 
institutions in natural resources management 

The entire $2.5 million5 of tranche Il3 was placed in the nongovernmental and pri~ate~sector 
fund and 35 percent of the $5.0 million6 tranche I1 is programmed to provide continued support. 
The fund is currently inactive pending the amendment of International Research Group's contract 
to establish a grants management unit, which will manage these program funds and promote 
natural resources management activities and the institutional development of nongovernmental 
organizations and local, private-sector organizations. The scope of work for the grants 
management unit has been established by USAID and sent to the contract office, but at the time 
of the evaluation (May-June, 1994), the International Resources Group had not received or had a 
chance to reply to this scope of work. If things go smoothly, a grants management unit could be 
established about December 1994. 

One estimate indicates that there are about sixty-five international nongovernmental 
organizations and about eighty to one hundred local nongovernmental organizations now 
operating in Niger. Restrictions on nongovernmental organizations prior to 1988 means that 
most local nongovernmental organizations are still in a nascent stage and many consist of little 
more than a post office box address. One of the important needs of the nongovernmental 
subsector and one of the important contributions which this nongovernmental and private-sector 
subcomponent can make is to support the development of institutional capacity among 
nongovernmental organizations and other local, private-sector institutions. Nongovernmental 
organizations and other local, private-sector institutions have an important role to play in many 
Government of Niger and donor programs (i.e., Agricultural Sector Development Grant 11, the 
Disaster Preparedness and Mitigation program of USAID, cooperative and credit union 
programs, the World-Bank-financed Gestion des Ressources Naturelles and Reform of 
Agricultural Services program projects) and development of their institutional capacity will 
serve many needs, This subcomponent will provide ASDG II with practical field-level activities 

5. Less the 8 percent for the USAID programmed local currency trust fund. 

6. Less the 8 percent for the USAID programmed local currency trust fund. 
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which directly benefit rural inhabitants and improve natural resources management. 

The program design and Program Grant Agreement call for a minimum of 30 percent of the $20 
million program funds7 to be used to fund nongovernmental and local, private-sector institution 
natural resource management activities. This implies a minimum of $5.5 million in funds will be 
made available to nongovernmental organizations and local, private-sector institutions, and this 
funding will only become accessible in the final year of the original five- year life of project. It 
is unlikely that the nongovernmental organizations and local, private-sector institutions can 
absorb and efficiently use a large amount of funding in a short amount of time, given their 
limited institutional capacity. This is one of the reasons for the evaluation team recommendation 
to extend the project for three years. Extending the project will greatly improve the chance that 
field activities can be implemented successfully. 

If for any reason the program and project is not extended, or the grants management unit is 
delayed further, USAID should consider establishing an endowment fund with these 
nongovernmental and private-sector funds. The annual proceeds from investing this capital fund 
could then be used to support nongovernmental organizations and local, private-sector 
institutions over an indefinite period of time. 

3.5. Recommended ways to improve the effectiveness of counterpart funds and the 
resource transfer component of the program8 

The most obvious increase in effectiveness would be to bring about the release of funds so that 
Government of Niger structures can implement those activities which have been programmed to 
meet Agricultural Sector Development Grant I1 objectives. The present system of accounting 
and disbursement of program funds is not functioning. While project implementation continues 
through the International Resources Group contract, program implementation by the GON is 
practically at a standstill. Government of Niger structures receiving funding from Agricultural 
Sector Development Grant I1 have been unable to spend any funds for over six months, with no 
solution in sight. Until the administrative problems with regard to program finances are solved, 
program implementation cannot progress. 

A way must be found to provide Government of Niger structures receiving Agricultural Sector 
Development Grant I1 funds with adequate access to the funds which they have been allocated. 
One solution may be to contract an accounting and financial management consultant to 
investigate and propose appropriate solutions. Another option for USAID is to consider 
reprojectizing the program and doing the financial administration internally. While this is a 
potential solution to the problems of administrating finances, it would necessitate compliance 
with USAID financial management requirements. Financial management in the project and in 

7. Less the 8 percent for the USAID programmed local currency trust fund. 

8. An agreement was reached on a new system of accounting and disbursement in October 1994. It appears that 
this will resolve the problem of delayed disbursement of funds. Encouraging action in this regard seems to be one 
of the most successful aspects of this mid-tern evaluation. 
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the USAID controller's office would absorb a significant sum and reduce the funding available 
to the Government of Niger. 

Another factor which should significantly improve the effectiveness of counterpart fund use and 
resource transfer is the startup of the nongovernmental and private-sector subcomponent. To 
date, most funds have been spent on national-level institutions that control various aspects of 
natural resources management policy. Yet program and project purpose are stated in terms of 
impact on rural inhabitants. The nongovernmental and private-sector subcomponent will be the 
primary element of the program and project which has field-level activities, which (if successful) 
will directly impact rural inhabitants. Monitoring of these field-level activities (required as a 
condition of receiving a grant) will also provide a primary means of monitoring the effects of 
policy reform. 

The Agricultural Sector Development Grant 11 has encountered serious delays in satisfying 
conditions precedent for the release of funds, fielding a technical assistance team, starting the 
nongovernmental and private-sector subcomponent, and disbursing funds allocated to 
Government of Niger structures. Given these delays, the effectiveness of the counterpart funds 
and resource transfer can be enhanced by extending the project for three years, until December 
31, 1998. This will return the program and project to a time frame similar to that proposed in the 
original project design. 

The program assistance approval document calls for use of counterpart funds for both GON 
operation budget support and investment budget support. There is a potential contradiction in 
two of the Agricultural Sector Development Grant 11 objectives or strategies, i.e. between the 
promotion of natural resources management and the balancing of operating funds and programs 
(in the program budgeting intervention). The use of Agricultural Sector Development Grant 11 
funds to finance selected activities (investments) related to natural resource management is a 
very effective way to promote natural resources management. Yet the Minist5re de 1'Agriculture 
et de l ' ~ l e v a ~ e  and Minist&re de 1'Hydrolique et de 1'Environnement are so short of operating 
funds that use of Agricultural Sector Development Grant I1 funds for investment purposes will 
aggravate the imbalance. Agricultural Sector Development Grant 11 will have to make a decision 
as to which of these objectives is more important. 
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4. Condi tionali ties 

The general strategy of the project design was to specify a condition precedent related to each 
area of intervention for each of the four tranches of program funding. It apparently was felt that 
this progression of conditions precedent was necessary to promote and track the desired progress 
;- cach area of intervention. With the addition of some general conditions precedent the result is 
a total of sixty-one itemized conditionalities in forty-eight separate conditions precedent. One 
general condition precedent is that additional appropriate conditions precedent will be negotiated 
for tranches 111 and IV. The program already has so many conditionalities that tracking 
precedent satisfaction impedes effective and efficient project implementation. The program 
related personnel (the project technical assistance, USAID and participating Government of 
Niger personnel) spend as much time tracking condition precedent satisfaction as implementing 
the technical programs that the conditions precedent were supposed to engender. 

/'- ------I 

Note: A basic lesson learned from this evaluation is that using an avalanche of conditions 
precedent is neither effective nor efficient in promoting program implementation. L A& i - 4  
One of the problems of the program (NPA) approach, as opposed to the well-know project ap- 
proach, is that there are few if any national staff who receive salaries or other incentives spe- 

activ' ' d work toward the achievement of prop objec: 
c s d d r e s s  which institutions and which individuds wi 

- in those institutions would be specifically responsible for program related activities and ob- 
by the Government of Niger, and through neg> 

-&ions between the Government of Niger and USAID, to determine who is responsible for the 
administration of the process of satisfying conditions precedent, and for other aspects of program 
administration. Assigning a National Coordinator to the Agricultural Sector Development Grant 
II program and project appears to be one important aspect of a potential solution. 

4.1. Assessment of progress related to achievement of conditions precedent for the 
transfer of funds. 

Following delays in program and project start-up, tranche I was split into 2 separate sub- 
tranches of $2.3 million each, to allow the Government of Niger access to a portion of the funds, 
after achieving about one half of the conditions precedent specified for tranche I. In this manner, 
tranche IA was released in August 1992, The conditions precedent for the rest of tranche I were 
satisfied in March 1994 and tranche IB was released in May 1994. 

The PAAD calls for the use of counterpart funds for to promote natural resource management 
through support of both the GON operation budget and investment budget. The program 
budgeting intervention calls for a balancing of the operation and investment budgets to achieve 
optimal effectiveness and efficiency in the use of the funds available. These two objectives or 
strategies potentially conflict. Most donor funding reinforces the government's investinent 
budget, with restrictions on use for the operating budget. Facing severe budget shortages, the 
GON budget process typically allocates the MinistGre del'Agriculture et de 1'Elevage an 
operating budget which is much smaller than requested, and much too small to provide the 
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optimal balance between the Ministry's operating and investment budgets. To actually achieve 
the objectives of program budgeting would potentially require that all ASDG I1 funds be 
devoted to operating funds, rather than targeting investment in selected natural resource 
management activities. Restricting use of some funds for investment purposes will potentially 
further aggravate the imbalance. ASDG I1 will have to make a decision as to which of these 
objectives is more important. 

At the Comit6 Technique Interminist6riel meeting on June 8, 1994, the Committee agreed to 
split tranche II. Seven or eight of the conditions precedent which can be completed by July- 
August 1994 will be assigned to tranche IIA. The other eight or nine conditions precedent will 
be assigned to tranche IIB, with the expectation that they can be satisfied about the end of 1994. 

Satisfaction of many of the conditions precedent for tranche 11 are delayed because the 
institutions financed with funding from tranche IA cannot access the remaining funds to finance 
the activities required. Unless a solution is rapidly found to these financial problems, it may not 
be possible to satisfy all of the tranche 11 conditions in 1994. 

In the first three and one half years of a planned five year project, conditions precedent have 
been satisfied for one of four $5 million tranches of program funding with about one third of the 
funds for that $5 million tranche I disbursed as of June 1994. 

The satisfaction of conditions precedent and disbursement of funds for tranches III and IV 
remain to be addressed. The present project activity completion date of December 31,1995, is 
therefore a constraint on the successful satisfaction of conditions precedent and the rational 
disbursement of funding. The program and project objectives continue to be valid and 
Agricultural Sector Development Grant I1 appears to have the potential to meet many of these 
objectives. The evaluation team recommends that the project activity completion date be 
extended to December 31, 1998, to allow the completion of the program and project activities 
and objectives. Given the delayed project start-up, this would return Agricultural Sector 
Development Grant 11 to a five-year time frame comparable to that in the original program and 
project design. 

4.2. Recommended adjustments or re-orientation of conditionality (the conditions 
precedent) for the remaining tranches in order to achieve positive impacts and 
program purpose 

The project design uses a series of conditions precedent (one or more for each tranche) in each 
area of intervention to promote program implementation. This has resulted in 48 separate 
conditions precedent and sixty-one itemized conditions (some conditions precedent consist of up 
to six itemized conditions). In many areas of implementation, the conditions precedent for 
tranches 111 and IV call for a review of policy to date, and negotiation of any new conditions 
deemed necessary to ensure continued progress. While the logic of using conditions precedent as 
a means to monitor and ensure implementation progress seems reasonable, the practical effect 
has been to bog down the program in administrating conditions precedent. The program related 
personnel (the project technical assistance, USAID and Government of Niger personnel) spend 
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as much time on bureaucratic activities related to condition precedent satisfaction as on 
implementing the technical programs that the conditions precedent were supposed to engender. 
Experience to date indicates that the multitude of conditions precedent hinders rather than 
promotes program implementation. 

Streamlining program conditions precedent was analyzed in depth in the consultant report on 
Focusing Project Priorities. The report poses a useful framework for assessing the tradeoffs in 
policy reform efforts, which can serve as a solid basis for renegotiating conditions precedent 
between USAID and the Government of Niger. The evaluation team generally agrees with the 
analytical approach, as well as with the suggestion that many of the current conditionalities 
should be changed to program objectives rather than be legal requirements. 

The evaluation team has suggested a few conditions precedent that should be eliminated or 
changed for technical reasons. The decentralization conditions precedent no longer seem rele- 
vant. The GARI-conditions precedent with regard to information systems, human resource policy 
and program budgeting systems are largely not feasible or inappropriate and should be 
completely revised if a Gestion, Administration et R6formes Institutionnelles subcomponent is 
retained as part of the project. But to substantially streamline the total number of conditions 
precedent, Agricultural Sector Development Grant I '  will need to reject the "design approach" of 
having a condition precedent for each area of intervention in each tranche, or significantly 
reduce the scope of the program and project, or some combination of the two. Agricultural 
Sector Development Grant 11 has thirteen different series of conditions precedent encompassing 
ten areas of implementation and three areas of general conditionality. Even a single condition 
per series (for example, the development of a significant policy statement for each area of 
intervention and its introduction into the political process) would result in a large number of 
conditionalities (thirteen). It would appear that conditions precedent should be limited to 
important benchmarks in the policy reform process to reduce the administrative burden which 
their number now imposes. 

Establishing improved circumstances for implementation may be another area where conditions 
precedent would be appropriate. In particular, USAID should consider: 

A condition precedent which requires a rapid resolution of the financial administration 
problems, i.e. accounting and fund disbursement procedures which are satisfactory to 
US AID. 
A condition precedent that requires assignment of a National Coordinator acceptable to 
USAID to the Agricultural Sector Development Grant 11 program and project. 
A condition precedent which requires Government of Niger agreement to move the 
tutelle of the program and project to the Prime Minister's office or the Office of the 
Secretaire GCn6ral of the Minist&re de 1'Agriculture et de 1 '~ leva~e .  
A condition precedent which requires Government of Niger agreement to merge 
responsibilities for program coordination and administrative supervision, preferably as 
an attribution of the National Program Coordinator, or if that is not possible, as an 
attribution of the institution providing the tutelle for Agricultural Sector Development 
Grant 11. 
If the Gestion, Administration et Rbformes Institutionnelles subcomponent is retained, 
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a condition precedent that requires the assignment of counterparts acceptable to 
USAID from the critical Direction des Affaires Administrative et Financihre services 
(personnel, equipment, financial, and training) to the institutional advisor. 
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5. Technical assistance 

5.1. Review of the terms of reference of the International Resources Group, Land 
Tenure Center, and International Food Policy Research Institute technical 
assistance teams 

5.1.1. International Resources Group 

The International Resources Group contract contains some references to monitoring the 
achievement of policy reforms and indicates that one indicator of success of the technical 
assistance will be the effectiveness of the Government of Niger in meeting the conditions 
precedent and policy reform objectives. These vague references are part of a general statement 
of work and are not reflected in the specific terms of reference for project technical assistance. 
The terms of reference indicate that the primary role of project technical assistance is to assist 
the Government of Niger to accomplish the outputs assigned to their component of Agricultural 
Sector Development Grant 11. In many cases these outputs will provide the means to satisfy 
specific conditions precedent, but helping achieve the outputs and not tracking and 
administrating the process of satisfying conditions precedent should be the primary role of 
project technical assistance. 

USAID, the International Resources Group, and the Government of Niger appear to have 
different interpretations of these terms of reference. The Government of Niger interpretation 
seems to be that the primary function of the International Resources Group technical assistance 
is to do whatever is necessary to track and satisfy conditions precedent, in order to facilitate the 
disbursement of program funds. This interpretation is at least in part based on an assumption that 
since USAID insisted on imposing sixty-one itemized conditions in 48 different conditions 
precedent for the release of "budget support", USAID should provide the means (i.e. technical 
assistance) to track and satisfy the conditions precedent. The USAID's and the International 
Resources Group's interpretation is that the primary role of the technical assistance is to provide 
training and technical assistance for natural resources management related policy reform and 
activities (which in many cases will satisfy specific conditions precedent related to the release of 
funds). This latter interpretation implies that the Government of Niger needs to accept the 
primary responsibility for the process of tracking and satisfying the conditions precedent which 
lead to the disbursement of funds. 

To date (June 1994), the International Resources Group team has not yet finalized a work plan 
for 1994. This deficiency is particularly remarkable given that improving management and 
administration is a major project objective and focus of the terms of reference for technical 
assistance. In fact, the Action Plans for Satisfying Conditions Precedent have largely replaced a 
normal project work plan as the basis upon which activities are organized. The "Action Plan" is 
updated approximately monthly by the chief of party, in conjunction with the monthly 
GONKJSAID implementation meeting, to identify recent and upcoming activities which 
contribute to the satisfaction of particular conditions precedent for the upcoming tranche. The 
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program and project activities tend to be focused on specific conditions precedent in the 
upcoming tranche which have not yet been satisfied. Political pressure to disburse program 
funds, emanating from the Government of Niger, the Ambassador and USAID Washington, 
causes the program to place a higher priority on condition precedent satisfaction than on any 
longer term planning which might be established. 

While the disbursement of funds is important to everyone involved, the priority given to this 
short-term planning horizon is not appropriate for determining the most effective and efficient 
use of program and project resources over the life of the program. This dominance of short-term 
condition precedent satisfaction is one of the problems of having so many conditions precedent 
in the program design. It is also a function of the responsibility placed on the International 
Resources Group team for the satisfaction of the conditions precedent because no individual or 
office in the Government of Niger is specifically responsible or concretely provides management 
of the process of tracking, and the satisfaction of the conditions precedent. 

5.1.2. Land Tenure Center 

The focus of the Land Tenure Center Cooperative Agreement is on studies to be undertaken in 
collaboration with the Rural Code Committee, which support the development and 
implementation of a Rural Code (see also the report of Joseph Tabor, Natural Resource 
Management Specialist, Annex K). The Land Tenure Center also accepts responsibility for the 
design and implementation of a system which will monitor the progress of the Rural Code 
process, and the impact of changes in tenure on management of natural resources. In addition, 
Land Tenure Center agrees to: train six individuals in land tenure theory and practice (6 Nigerien 
attended a workshop in Mbour, Senegal in 1992), assist in incorporating study findings into the 
Rural Code, collaborate with the International Resources Group technical assistance (who are 
responsible for the communication of Rural Code legislation to the rural population and for 
training local authorities), and to assist USAID in drafting conditions precedent for tranches 
11-IV related to security of tenure. 

The Land Tenure Center has either accomplished or has made significant progress on the objec- 
tives agreed to in the Cooperative Agreement. A number of studies have been produced, and a 
monitoring system is in the process of being designed by the Land Tenure Center research 
assistant. In addition to producing studies, developing a monitoring system, advising the Se- 
cretariat Permanent du Code Rural, and serving as the Land Tenure Center representative in 
Niger for administrative purposes, the research assistant has contributed to the efforts to plan the 
popularization of the Code Rural, to the organization of workshops on popularization and the 
impact of the Code Rural, to training the Commissions Foncibres, and to a regional conference 
in Praia on decentralization and land tenure. 

USAID should consider placing a long-term technical assistance in the Code Rural to provide 
advice on an appropriate process for the implementation of the Code Rural and associated 
regulations, and the establishment of the Commissions Foncibres test cases. The Land Tenure 
Center is an obvious source of the type of expertise necessary. However, it must be recognized 
by all parties that the role of this technical assistance is not to do academic studies, but to 
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provide advise on the day-to-day planning and implementation of Code Rural related activities, 
and particularly the appropriate establishment and functioning of the Commissions Foncikres test 
cases. These results of the efforts of the Commissions Foncikres and the traditional authorities, 
who are also attempting to apply the new regulations, provide a basis for monitoring and 
evaluating the impact of resource tenure reform. 

5.1.3. International Food Policy Research Institute 

The International Food Policy Research Institute ordering agreement provides additional funding 
for supplemental basic research to be carried out in Niger by International Food Policy Research 
Institute under the Agricultural Sector Development Grant I1 contract. The purpose is to further 
exploit the detailed village-level data already collected by International Food Policy Research 
Institute through some additional analyses, and a small amount of new complementary research 
to update information on a few critical variables. Of the four agricultural research topics in the 
scope of work, two are related to natural resources management. These studies may help 
determine some variables that are important at the farm level, and this in turn may provide ideas 
about impact indicators, but the studies are not designed or intended to monitor impact. The 
study does not, and was not intended, to repeat data collection which could be compared to the 
original database. To date, none of the reports have been submitted. 

5.2. Assessment of the relevancy and role of the technical assistance components of the 
program 

5.2.1. Assessment of the degree to which the institutional advisor meets the terms of 
reference for this position and his or her contribution to the implementation of 
institutional development within the program 

The Gestion, Administration et Rkformes Institutionnelles advisor's training and experience 
generally conforms to the range of alternative profiles suggested in the terms of reference. He 
does not have a background in management and administration, which shows up in less experi- 
ence in areas like management by objectives and program budgeting. While he is very qualified 
to do training in computer applications, he does not have experience providing training and 
guidelines on management by objectives and other administrative and management techniques. 
If the Gestion, Administration et Rkformes Institutionnelles program is to continue, it would be 
appropriate to refocus the activities on introducing basic management skills and information 
systems. Someone with a degree in Public or Business Administration would more likely fit this 
revised Gestion, Administration et Reformes Institutionnelles advisor profile. 

While progress to date in Gestion, Administration et Rkformes Institutionnelles has been slow, 
false assumptions in the project design, institutional constraints and administrative problems are 
each as much to blame as the role of the institutional advisor. Given these more fundamental 
problems, replacing the institutional advisor, will not resolve the problems of the Gestion, 
Administration et Rkformes Institutionnelles subcomponent. 
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5.2.2. Assessment of the degree to which the natural resources management advisor meets 
the terms of reference for this position and his or her contribution to the implemen- 
tation of the natural resource management component. 

The natural resources management advisor has the requisite qualifications and experience called 
for in the terms of reference. His formal training is in forestry and environmental studies and in 
geography. He has spent the last ten years as an advisor in environmental and natural resource 
planning, in both long-term and short-term consulting positions. In this capacity he has worked 
on numerous national environmental strategies and national environmental action plans. 

In addition to the administrative duties of being chief of party, the natural resources management 
advisor has been able to develop interactions with most of the national and donor natural 
resources management programs and work to facilitate improved management of natural 
resources through these contacts and Agricultural Sector Development Grant 11 funding support. 
He frequently participates in efforts by different entities to define program activities and forms 
of collaboration. This has included promoting natural forest management and a changed role for 
forestry agents in the Ministkre de 1'Hydrolique et de l'Environnementqs Direction de 
l'Environnement, encouraging natural resources management and territory management (gestion 
de terroirs) in the Ministkre de lqAgriculture et de l'E1evage and the Cellule de Gestion des 
Ressources Naturelles, and promoting work on the Rural Code through contacts with the Land 
Tenure Center and the Rural Code Commission. 

5.3. Assessment of progress made in meeting the training objectives of Government of 
Niger counterparts and in developing increased capacity within Ministsre de 
ltAgriculture et de lV~1evage. 

Neither of the International Resources Group technical assistants has a counterpart who is 
specifically associated with their daily activities. Neither technical assistant is presently located 
in the governmental agency that is responsible for the policies and activities that he is supposed 
to help implement. Nor is there a project staff person that is learning their skills. The 
institutional and administrative structure of the program does not permit the technical assistance 
to provide on-the-job training to counterparts. The chief of party effectively serves as the 
equivalent of a Chef de Service in Direction des ~ t u d e s  et de la Programmation of the Ministhe 
de 1'Agriculture et de l'~1evage; but there is no service except for the technical assistance and 
their small support staff. Any increased capacity originating from Agricultural Sector 
Development Grant I1 is from the financing and facilitation of studies, tours and workshops. The 
present program and project structure does not enable technical assistance to train governmental 
personnel dire~tly.~ 

9. The Direction des etudes et de la Programmation liaison officer counterpart is often associated with technical 
assistance activities including visits, attendance at conferences, and so forth, and is therefore receiving training in a 
number of aspects of natural resources management. But the liaison officer is not responsible for implementing any of 
the natural resources management or institutional reform activities. 
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6. Policy reform component 

Because of Agricultural Sector Development Grant II's budget and time constraints, the Interna- 
tional Resources Group and the Land Tenure Center need to conduct a triage on natural 
resources management activities. Agricultural Sector Development Grant I1 needs to prioritize 
from the full range of possible natural resources management activities in much the same way 
that Shaikh (1994) proposed prioritizing the conditions precedent. For example, there is the 
question of how does the cost vs. benefit of conducting additional studies and workshops on the 
role of the forest agents compare with the need to conduct studies and workshops on how better 
to integrate pastoralists in the Rural Code process. 

Also, in the face of increasing pressure for Agricultural Sector Development Grant II to show 
measurable performance, the International Resources Group and the Land Tenure Center should 
not sacrifice quality for the sake of numbers. The natural resource management (NRM) tools of 
development that are currently en vogue (e.g., terruir villageuis, geographical information 
systems, aerial videography) are at risk of becoming tarnished if oversold or poorly executed as 
have been other tools such as farming systems research, remote sensing, and natural forest 
management. 

6.1. Recommendations for the future of the policy reform component 

6.1.1. Natural resource policy reform precedents 

The history of African development is full of examples where well-meaning donors offered a 
system or technology that did not match this alien environment. USAID's Forest Land-use and 
Planning project was one of the first natural forestry management projects in West Africa and, 
through the example of its Guesselbodi Model Site, was very successful in demonstrating that 
Niger can manage its brushlands. Through this demonstration, USAID had an important impact 
on the development of the Rural Code and the numerous other donor-funded natural forest 
management projects that immediately followed the example of the Forest Land-use and 
Planning project. This replication of Guesselbodi by other donors was hasty and now is con- 
sidered unsustainable because of social rather than technical problems. Nevertheless, progress 
was made by example: (1) encouragement of the Rural Code, (2) increased experience in natural 
forest management, and (3) the uncovering of other, more fundamental constraints to improved 
natural resources management. 

Agricultural Sector Development Grant II is in an ideal position to help Niger take the next step 
by supporting other "model sites" that help identify and reduce social constraints (e-g., resource 
tenure). Successful demonstrations will encourage the government along a clear path; but it will 
be a difficult and painful one. This next step is needed to resolve the contradictions between 
society and the environment. It will require much support, coordination, and commitment among 
donors because established economic, social, and political relationships will be disrupted. 
Inevitably these disruptions will occur and Niger will be forced to change. The increasing 
competition for natural resources requires an evolution of natural resources management. 
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6.1.2, Multiplewe and priorities: A need for change in natural resources management 
orientation 

The Agricultural Sector Development Grant I1 natural resource management program has a 
strong concentration on forestry activities. Factors affecting this orientation are the chief of 
party's professional orientation, the forestry orientation of the International Resources Group's 
personnel in the United States, the cooperation of Direction de llEnvironnement which until 
recently was the Direction de Eaux et For&, and the fact that the role of the forester is one of the 
four major themes in the Agricultural Sector Development Grant I1 natural resources 
management program. The Agriculture Sector Development Grant I .  project, conceived when 
Guesselbodi was considered a total success, needs to shift its orientation toward the more 
economically important sectors, agriculture and livestock. An indicator for this change is that 
people are killing each other over agricultural and livestock conflicts, not for stealing firewood. 

The "successes" of natural forest management projects are limited by their failure to resolve 
multiple-use and other social issues that plague the entire country, not just the relatively small 
project areas that are presently being intensively exploited for firewood. Donors should continue 
supporting natural forest management of Niger's brushland in those open access areas'where 
there is overharvesting of firewood. However, the question that needs to be asked for future 
projects is "how to manage grass, forbs, shrubs, and trees for agriculture and livestock in the face 
of severe pressure to harvest firewood," not "how to manage trees for firewood in the face of 
pressure from livestock and agriculture." In addition, donors should support a strong effort in 
natural range management, especially where frequent conflicts between farmers and pastoralist 
occur. 

6.1.3. The role of forestry agents 

Forest agents cannot effectively control the harvesting of shrubs and trees in classified forests 
much less the woody resources in the rest of the country. Responsibilities and rights to shrub and 
tree resources are being defined in the implementation of the Rural Code process. Once 
established, civil police and courts will settle disputes, and "policing" will be conducted by the 
resource users or parcel managers. Agricultural Sector Development Grant I1 can use its 
nongovernmental organization, private enterprise fund to support projects and activities that 
place forest agents in new roles (i.e., managing seed collection for revegetation of rangelands) or 
encourage other donor projects to test new roles that require larger projects. - 

6.1.4. Resource tenure 

Through the encouragement of USAID, Niger is now at an extremely important time in 
developing natural resource policies which can have either beneficial or disastrous social and 
environmental consequences. Agricultural Sector Development Grant I1 needs an increased, 
more focused effort in resource tenure studies as well as increased support for the Secretariat 
Permanent du Code Rural. The Secrdtariat Permanent du Code Rural needs a full time resource 
tenure specialist to help develop a process of tenure reform, train the representatives of 
Commissions Fonci&res, coordinate translations and popularization activities, and direct and 
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interpret research. Some of the studies conducted by the Land Tenure Center are perceived as 
academic studies rather than as analyses which are helpful for resolving priority issues. In spite 
of those perceptions, the Land Tenure Center studies should continue to evaluate how different 
natural resources management practices affect resource tenure in addition to studies on the Rural 
Code process. The Land Tenure Center's independent role is needed to maintain transparency 
and avoid conflict of interest during the process of developing regulations and implementing the 
Rural Code. Closed door decisions about land use in other Sahelian countries have not had 
pleasant consequences. 

- - 
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7. Institutional component - gestion, administration et reformes institutionnelles 

The Gestion, Administration et Rkfonnes Institutionnelles subcomponent of the project is the 
most problematic in terms of strategic fit in the program, appropriateness of the conditionalities, 
and implementation. The program strategy of Gestion, Administration et Rkformes Institu- 
tionnelles, or Management, Administration and Institutional Reform, was to use a combination 
of policy reform and institutional strengthening which will address constraints and lead to an 
improvement of service delivery at the field level. It is not possible to achieve many of the 
policy objectives which the Gestion, Administration et Rkformes Institutionnelles subcomponent 
was designed to address, particularly within the life of the project (even if extended). Im- 
provements can be made in Ministh-e de 1'Agriculture et de l1~levage administrative and man- 
agement procedures, but these will not fundamentally change the policies in question (incen- 
tives, promotion and selection for training by performance, program budgeting which balances 
operating budgets and programs, some balance of funding by region and subsector). With little 
chance of achieving the assigned policy objectives, the Gestion, Administration et Rkformes 
Institutionnelles subcomponent becomes a project subcomponent grafted on to a policy program. 
Given the implementation problems already experienced in Gestion, Administration et Reformes 
Institutionnelles, and other donor programs addressing the technical services of  ini is ere de 
1'Agriculture et de l '~levage, it is not promising as a project activity. 

7.1. A revised Gestion, Administration et R6formes Institutionnelles 

The Gestion, Administration et Refonnes Institutionnelles subcomponent will not have the 
policy impact for which it was originally designed. It could be revised as a project activity to 
pursue the objective of introducing administrative and management procedures, tools and 
training, which help Ministere de l'Agriculture et de 1181evage move toward improved 
administration and management of personnel, material and financial resources. Any continued 
Gestion, Adminiitration et Reformes Institutionnelles activities should be reoriented toward the 
training of basic administrative and management procedures and tools. To have any chance of 
success, the institutional and administrative context must be revised to improve the 
implementation environment. The program and project must establish a situation in which the 
Gestion, Administration et Reformes Institutionnelles advisor has meaningful interaction with 
those services responsible for administrating and managing ministry personnel, equipment and 
finances. It must also drastically broaden its training program. 

7.2. Make recommendations concerning the Gestion, Administration et Rhformes 
Institutionnelles institutional subcomponent of the program. 

USAID should consider several options for the future of the Gestion, Administration et 
Rkformes Institutionnelles institutional subcomponent: 

Option 1 : Eliminate the Gestion, Administration et Rkformes Institutionnelles 
subcomponent of Agricultural Sector Development Grant TI. The policy 
objectives and conditions precedent cannot be achieved and Gestion, 
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Option 2: 

Administration et Rkforrnes Institutionnelles will not have a significant policy 
impact. Programs of other donors will provide a more fundamental restructuring 
of the technical services and do more to improve service delivery at the field level 
than was envisioned in Agricultural Sector Development Grant 11. Gestion, 
Administration et RrSformes Institutionnelles has had implementation problems. 
The Direction des Affaires Administrative et Financi&re of the Minist&re de 
1'Agriculture et de l'aevage, the targeted institution, appears to have a recent 
history of personnel turnover and disorganization, with indications that this 
problem has not been resolved. The revision of Gestion, Administration et 
RrSformes Institutionnelles implies the need for a different combination of skills 
than those possessed by the present Gestion, Administration et RrSformes 
Institutionnelles advisor. 

Revise the Gestion, Administration et Reformes Institutionnelles subcomponent 
as a project activity located in the Direction des Affaires Administrative et 
Financi&re of the Minist&re de 1'Agriculture et de l'~1evage: 

Provide training and develop guidelines for managemenl by 
objectives and other appropriate administrative and management 
techniques. Provide a handbook and a training module on 
administrative procedures for personnel in line for appointments 
with administrative responsibilities. Help organize and provide 
guidelines and training to introduce the management by objectives 
concept and improve annual work plans throughout the Minist&re 
de 1'Agriculture et de l1E1evage structure. 

Develop information systems for improving the management of 
personnel, material and financial resources of Minist&re de 
lfAgriculture et de lt~levage. The focus should be on establishing 
improved systems which will help the Direction des Affaires 
Administrative et Financi&re personnel do their jobs and which 
they can and will use. At some point these may be computerized, 
but this will depend on the project increasing the computer skills 
of Direction des Affaires Administrative et Financi2re personnel so 
that they can and will use the computerized systems. 

Establish conditions precedent which require: (1) the Government 
of Niger to provide the Gestion, Administration et RCformes 
Institutionnelles advisor with counterparts in the personnel, 
equipment and financial services of Direction des Affaires 
Administrative et Financibe of the Minisere de I'Agriculture et de 
1181evage (and the Minist&re de 1'Hydrolique et de 
lfEnvironnement); (2) the Government of Niger to agree to provide 
personnel to serve as full-time trainers for the implementation of 
the Gestion, Administration et Reformes Institutionnelles training 
throughout Ministbre de lfAgriculture et de 1'~levage and Ministbre 
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de 1'Hydrolique et de 1'Environnement. If USAID wants the 
advisor to try to operate within Ministkre de 1'Hydrolique et de 
VEnvironnement, a separate condition precedent should require a 
formally signed accord between ministries that the advisor can 
work directly with both Direction des Affaires Administrative et 
Financikre directors. 

Establish a new terms of reference for the Gestion, Administration 
et RCformes Institutionnelles advisor. Ask for formal training in 
Business or Public Administration and experience in analyzing 
existing administrative and management systems and designing 
improvements. The advisor will be expected to implement 
programs in basic administrative and management procedures, 
tools and training. The advisor should have basic computer skills, 
but can call on a short-term consultant if a need develops to design 
a sophisticated database. 
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8. Participation of nongovernmental organizations and other rural institutions in 
natural resources management 

8.1. The Grants Management Unit institutional setting 

The evaluation team believes that the nongovernmental and private-sector subcomponent has 
important potential to encourage natural resources management activities and local participation. 
The grants management unit will be responsible for the management of this important effort. It 
will be very important to establish an appropriate institutional and administrative environment 
for the grants management unit. Experience to date indicates that organizations trying to 
promote nongovernmental organizations' and private-sector activities need very streamlined 
administrative procedures to be effective. The small, inexperience organizations which are 
numerically dominate among Niger's nongovernmental organizations, cannot handle a lot of 
bureaucracy or long delays in funding decisions. It is critical that the program and project 
identify an administrative setting which will allow simple administrative procedures and rapid 
response. 

The evaluation team is concerned that location in the Services des Organisations Non- 
gouvernementalles-Direction de Developpement Regional-Ministkre des Finances et du Plan 
will cause severe, and potentially crippling, administrative problems. Problems with regard to 
administrative arrangements for project components and their respective technical assistance 
have constrained program and project effectiveness, even though they are located in the ministry 
of tutelle, Ministkre de 1'Agriculture et de lt61evage. It is difficult to see how the grants 
management unit can avoid being slow and bureaucratic if formal administrative procedures 
between ministries and signatures are required to approve grants management unit actions. If the 
grants management unit is to be located in the Ministhre des Finances et du Plan, steps must be 
taken to reduce the administrative hassle. The grants management unit needs to be able to 
contact and be contacted by nongovernmental organizations and local private institutions, 
without requiring communications to pass through either ministry, or signatures of ministry 
officials. 

An alternative would be to associate the grants management unit with the Groupement des Aides 
Privks. It is the logical institutional base for the training, information and technical assistance 
activities for which the grants management unit will be responsible. In this manner, the grants 
management unit can hope to institutionalize the training, information and technical assistance 
activities so they will continue after the contract ends. The Groupement des Aides Priv6es has 
the potential, but does not at this time have the actual capacity to be the primary partner for the 
grants management unit and the nongovernmental and private-sector program. This appears to 
be equally true of the Services des Organisations Non-gouvernementalles-Direction de 
Developpement Regional. With a large measure of autonomy and the Groupement des Aides 
Privdes as the institutional location, it should be possible to establish a grants management unit 
with very streamlined administrative procedures. This may well mean the difference between 
success and failure of the nongovernmental and private-sector subcomponent. 

A third alternative would be to locate the grants management unit in an Agricultural Sector 
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Development Grant I1 program office. Using this approach, the grants management unit would 
be responsible to the International Resources Group's chief of party and the National Program 
Coordinator. Internalizing the administration within the program could greatly reduce the 
necessary administrative procedures. However, it would distance the grants management unit 
from the institutions which are responsible for and provide the liaison with nongovernmental 
organizations. This isolation would reduce any long-term impact from technical assistance 
working with nongovernmental-organization-related institutions and would probably reduce its 
effectiveness in working with nongovernmental organizations. 
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9. Monitoring and evaluation 

The program assistance approval document and project paper indicates that baseline data will be 
collected in year one of the program to serve as a benchmark against which progress will be 
measured. However, the program and project design includes neither budget nor project 
activities designated to collect this baseline data. No source of existing data has been identified 
which can provide such a baseline. While the nongovernmental and private-sector activities 
financed under Agricultural Sector Development Grant I1 might provide some of this 
information, that component has not yet begun. Thus, no baseline yet exists and no field-level 
monitoring is in progress. 

In part, the sense that a low priority has been placed on data collection and monitoring in the 
project design may be reflected in the statement that "USAID does not anticipate seeing more 
than process indicators of impact by project activity completion date" (program assistance 
approval document and project paper: p. 82). The conditions precedent and program and project 
outputs are the appropriate process indicators. The statement seems to imply that no field-level 
impact is expected during the life of the project, therefore, no collection of field-level data is 
necessary. The program assistance approval document and project paper statement is not far off 
the mark. Very little field-level impact can be expected from a policy program within a five-year 
life of project. A major effort to monitor natural resources management impacts at the field level 
only makes sense in the framework of a long-term USAID mission commitment to continued 
work in natural resources management. 

The selection of impact indicators for monitoring Agricultural Sector Development Grant I1 has 
not yet been finalized. Several workshops and consultancies have helped define what indicators 
would be useful. However, like the indicators described in the program assistance approval 
document and project paper, many of the suggested indicators: (1) are difficult and expensive to 
measure; (2) are not representative; (3) measure quantity without regard for quality or effect; (4) 
will demonstrate impact only many years after the project ends; and (5) would require data 
collection by organizations with no formal links to Agricultural Sector Development Grant 11 
(i.e, which receive no funding or other incentives to collect such data). 

9.1. Indicators for impact monitoring (See Tables 1 and 2) 

There has been difficulty and considerable delay in identifying acceptable indicators and 
methods for monitoring the impacts of ASDG 11. There are few good precedents and very 
little agreement within the natural resource and environmental community or among 
monitoring and evaluation specialists as to what should be measured, or  how it can best be 
implemented. Each consultancy seems to result in diverse lists of indicators and different 
recommended monitoring approaches. The evaluation team believes that many of these ideas 
have been highly idealistic, and frequently expensive and impractical to implement. In 
selecting indicators and methods of monitoring, there must be a balance and compromise 
between the costs of information and the benefits received from the information. 

In a typical natural resource project with a five year life, it is unlikely that program 
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monitoring will result in proof of impact during the life of the project. In many cases 
statistically valid results will not be available in such a short period of time. Rather, indicators 
should generally identify progress towards necessary preconditions. Frequently the impact of a 
practice introduced by a project will not be statistically measurable across a population during 
a limited time span. But we know from experience that the practice will only have an impact if 
it is adopted. One can measure its potential impact in a few case studies. The results of these 
case studies and information on the scope and frequency of adoption provide an indication of 
what the potential impact may be. 

The evaluation team agrees that the indicators listed in the program assistance approval 
document's analytical framework (Table 1) for level 1 and level 2 are appropriate. However, 
some of the logical relationships identified in levels 4 and 5 seem less appropriate, and several 
may be difficult to measure (see the modified analytical framework in Table 2). 

9.1.1. Biophysical parameters 

For example, in most cases, soil quantity can not be increased from a baseline amount by 
human intervention. Soil conservation activities however, can help prevent a reduction in soil 
depth. Soil depth is often an appropriate proxy for soil quantity, particularly where rill or 
wind erosion is removing topsoil from a whole area, as opposed to forming deep gullies. 
While erosion is rather difficult and expensive to measure, soil depth or the depth of a 
particular soil horizon, can frequently be measured or approximated more easily. 

Most scientists and farmers refer to soil fertility when they want to discuss or measure soil 
quality. While scientists may evaluate soil fertility through various measures of soil structure 
and the organic and mineral content, farmers will have local names for soil types with more or 
less agreed upon characteristics and production potential. Scientifically evaluating these 
characteristics in a few case studies provides the means to interpret farmer's knowledge of the 
region to identify indicators of soil fertility and productive potential. In many cases, 
particularly where there is a high incidence of surface erosion, soil quantity and fertility are so 
closely linked that is impractical to separate the two. 

Biodiversity is another interesting biophysical characteristic which may or may not be a 
practical indicator. For example, it may not be practical to conduct complete species 
inventories over large areas. However, case studies may provide an assessment of species 
profiles for different types of environments. This assessment may identify certain species 
which are known to be an indicator of either favorable or unfavorable conditions within a 
specific type of ecology. The presence of such indicator species may then be evaluated as part 
of a multi-purpose transect at a sample of different sites. 

The productive potential of soil or land resources is most often measured by crop yields or 
other measures of production per unit of area for grass, forest and other non-crop 
environments. In the past, the productivity of pasture or grazing resources were often 
measured in terms of the carrying capacity of livestock. This measure has been questioned 
recently, particularly in areas with significant year to year variation in rainfall. Yield is one 
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type of data that is often available from secondary sources such as extension services and 
national census activities. It is an appropriate and practical proxy for the three soil indicators 
(soil quantity, quality, and moisture) although it is not a biophysical characteristic per se. 
While it does not include biodiversity, production per unit of area (yield) nay be the best, 
relatively simple and available proxy for the biophysical parameters. 

9.1.2. Sustainable increases in income and productivity 

Level 5 in the framework includes several indicators which appear inappropriate. Decreases in 
women's workload, although laudable, is not a stable indicator nor a stable proxy for 
increased income and productivity. The workload may or may not increase or decrease based 
on a multitude of social factors independent from increasing incomes and productivity. Male 
migration, upon which may Nigerien families are heavily dependent for revenue, and 
increasing economic opportunities for women, are both likely to increase women's workloads 
while also increasing income and productivity. Decreases in women's workload is not an 
appropriate indicator of increasing income or productivity, although it may be a desirable 
socio-economic impact. 

Seasonal migration may be linked to either an increase or a decrease in incomes depending on 
the society. In much of Niger, seasonal migration is a basic strategy to diversify family 
economic activity and improve income. It also provides an alternative to the mining of natural 
resources as a survival strategy during periods of drought and crisis. Under such conditions, 
decreases in seasonal migration is not an appropriate indicator of increasing income and 
productivity. 

Trends in production per unit of area (yields) and per person is an incomplete but useful proxy 
indicator of income and productivity, particularly for communities largely dependent on the 
productivity of agricultural and natural resource systems. One can expect that increasing yields 
and production per person over time will increase rural incomes, assuming that there is a 
stable demand for the products. Year to year variation in yields and production are heavily 
influenced by annual climatic variation. Trends over a number of years should be used, rather 
than differences between a base year and some later year. In some cases it will be desirable to 
complement this with some measure of income from migration and other forms of off-farm 
employment. This outside income may not be attributable to the local natural resource sector, 
but may be necessary to understand how family coping mechanisms function. However, one 
must expect that it will be nearly impossible for strangers to obtain reliable or factually correct 
information on cash income in most cultures. 

9.2. Monitoring methods 

One monitoring method which the project should consider is combining physical and socio- 
economic observations along what is essentially a road transect. Such a transect might include 
recorded observations of a general nature on the state of vegetation, types of biodiversity, 
visible erosion, visible soil and water conservation activities, as well as the presence of other 
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projects, micro-realizations, or territory management activities.'' These recorded observations 
can be backed up with camera points based on posted kilometer markings (borne kibmktrique) 
or odometer readings. Interviews should be conducted with selected local communities and 
organizations involved in natural resource management activities (projects, NGOs, 
associations, technical services, and donors) located along the transect. Particular attention 
should be paid to herder associations as herders may or may not be present during the time of 
the transect. 

This is a simple and inexpensive method for gathering sufficient data to evaluate project 
impacts and satisfy DFA impact requirements. By using a process of careful interview 
techniques, information can be disaggregated by gender, age, ethnic group, resource use, or 
other useful classifications. Counterparts can be trained in this level of monitoring and it does 
not require expensive, extensive, remote sensing types of data gathering and interpretation. 
This type of monitoring is decentralized and can be used even at the community level. Such 
data from many local communities should be used to develop a composite view, as well as 
comparisons across a number of different environments. For ASDG 11, this data from many 
local communities may be facilitated by the NGO component, assuming that the NGBs do such 
monitoring in their individual programs. 

The optimum monitoring system is the merging of data from basic techniques such as those 
suggested here and the mapping of basic natural resource characteristics as possible with 
remote sensing activities. However, given budgetary and human resource constraints and the 
problems of agreeing on procedures, ASDG I1 should begin a simple, basic monitoring system 
and then add complementary activities, as budget and resources allow. 

10. A policy reform program improves the climate for and facilitates the achievement of a wide range of activities 
financed and implemented by different projects and institutions. It can legitimately claim some responsibility for 
progress related to the policy reforms, even if it did not directly finance or implement the activities which were 
responsible for the change. 
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Table 1. Indicator Framework for Natural Resources Management in ASDG I1 

V. Sustainable Increases 
in Income and Productivity 

IV. Biophysical 
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III. Adoption 
of Practices 

11. Conditions 
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Establish Conditions 
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I 
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Donor Courdination, training programs, funding availability, exhange visits, 
Code Rural studies, legislation, conditions precendent, etc. 



Table 2. Modified Indicator Framework for Natural Resources Management in ASDG 11 

Proxy: Tknds in Yields over Time 

V. Sustainable 
Increases in Income 
and Productivity 

--- 
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10. Institutional location of Agricultural Sector Development Grant I1 in the structure 
of the Government of Niger (See Tables 3 and 4) 

10.1. Analysis of the existing institutional location of Agricultural Sector Development 
Grant I1 

The Minist5re des Finances et du Plan was named in the program assistance approval document 
and project paper as the executing agency and the governmental agency responsible for the 
coordination of the Agricultural Sector Development Grant I1 project. It was not expected to 
provide the institutional location or administrative supervision (tutelle) of the program and 
project. The separation of those functions from oversight responsibility significantly complicates 
management and administration. 

While responsible for coordination of Agricultural Sector Development Grant TI, the Ministhre 
des Finances et du Plan has not been involved or engaged in program activities, notably the 
responsibility for tracking and satisfying conditions precedent. It chairs the meetings qnd writes 
the cover letters, but all of the real work (excluding accounting) falls on the International 
Resources Group team and the Direction des Etudes et de la Programmation Director. This 
separation of coordination responsibility and administrative supervision (tutelle) seems to be a 
root cause of confusion and administrative problems in the program. Consideration should be 
given to terminating the Ministhre des Finances et du Plan designation as coordinator and 
executing agency of the Agricultural Sector Development Grant I1 program and project. 

The Direction des ~ t u d e s  et de la Programmation was not a primary focus of either the natural 
resources management program or the Gestion, Administration et R6formes Institutionnelles 
project activities, but it was implicated along with the Direction des Affaires Administrative 
Financihre in meeting the conditions precedent for the Gestion, Administration et Reformes 
Institutionnelles subcomponent. The director of the Direction des Etudes et de la Programmation 
serves as the secretary of the Sous-Comit6 de DCveloppement Rural, which broadens his role in 
the Government of Niger, and as administrative supervisor of the program. Through the Sous- 
Comit6 de D6veloppement Rural he has indirect interaction with the Cellule de Gestion des 
Ressources Naturelles and the Secretariat Permanent du Code Rural, which are two of the 
institutions targeted for intervention in the natural resources management component. These are 
both interministerial structures attached to the Sous-Comit4 de Developpement Rural and under 
the tutelle of the Minist&re de 1'Agriculture et de 1'~levage. The Direction de-1'Environnement of 
the Minist&-e de SHydrolique et de SEnvironnement, a third structure targeted for natural 
resources management interventions, is more distant administratively, but it is also somewhat 
less rigid about administrative procedures. 

It is not clear that the Direction des Etudes et de la Programmation is an appropriate institutional 
location for the Agricultural Sector Development Grant I1 program and project components and 
their respective technical assistance. While the technical assistance team may be very busy, it 
appears that they are institutionally constrained from doing the things they were intended to do: 

The Cellule de Gestion des Ressources Naturelles would appear to be a more 
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appropriate location for the natural resources management advisor. The Cellule de 
Gestion des Ressources Naturelles is responsible for the development and coordination 
of a national natural resources management strategy, and assisting this process is the 
primary role of the natural resources management advisor. The Cellule de Gestion des 
Ressources Naturelles is (at present) the institution which needs his skills and 
experience. He can provide some advice from the Direction des ~ t u d e s  et de la 
Prograrnmation of the Ministkre de ltAgriculture et de lt~levage, but does not provide 
on-the-job training to Cellule de Gestion des Ressources Naturelles personnel. 

Most of the activities assigned to the Gestion, Administration et Reformes 
Institutionnelles advisor are the responsibility of personnel, equipment, and financial 
services within the Direction des Affaires Administrative et Financikre. The Direction 
des etudes et de la Programmation and the Direction des Affaires Administrative et 
Financikre are in the same building. But the program and project have not developed 
administrative procedures to facilitate the Gestion, Administration et Reformes 
Institutionnelles advisor's working effectively with and serving as advisor to the 
Direction des Affaires Administrative et Financikre; particularly the personnel, 
equipment, financial services, and perhaps the training service of the ~ i rec t ion  des 
Affaires Administrative et Financikre. To date, the Gestion, Administration et 
Rt?formes Institutionnelles advisor has difficulty working with or advising these 
services and no one in them is learning his management and computer skills. 

The proposed nongovernmental and private-sector subcomponent will face severe 
administrative problems if located in the Direction des etudes et de la Programmation 
of the Ministkre de ltAgriculture et de ll$evage. The two organizations that it will need 
to work with are the Services des Organisations Non-gouvernementalles-Direction de 
DCveloppement Regional-Ministkre des Finances et du Plan and the Groupement des 
Aides PrivCes. Location in the Direction des etudes et de la Programmation would not 
allow the grants management unit to provide effective technical assistance and day-to- 
day training to either of these organizations. Judging from past experience, 
administrative procedures across ministries would be a serious constraint to 
implementation. 

This raises the question whether, or how easily, the institutional location of the different 
Agricultural Sector Development Grant I1 components can be split. In order for program support 
and technical assistance to be most effective, it would appear that (1) the natural resources 
management component and advisor should be located in the Cellule de Gestion des Ressources 
Naturelles, (2) the Gestion, Administration et Reformes Institutionnelles component and advisor 
should be located in the Direction des Affaires Administrative et Financiere of the Ministh-e de 
SAgriculture et de lt~1evage, and (3) the grants management unit should be located in either the 
Services des Organisations Non-gouvernementalle- Direction de Developpement 
Regional-Ministbe de l'Hydrolique et de 1'Environnement or the Groupement des Aides Privees. 
However, it is not evident that any of these locations would provide a good location for 
administrative supervision (tutelle) of the Agricultural Sector Development Grant I1 program 
and project. If the program and project is separated into three components distributed across 
three different Government of Niger agencies, there is a serious risk that administrative problems 
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would cause program implementation to founder. Program tutelle and ease of administration and 
implementation need to be considered as well as theoretical program component effectiveness in 
deciding in which institution(s) the program should be located. 

10.2. Analysis of the appropriate administrative supervision (tutelle) of Agricultural . 
Sector Development Grant I1 

There are several possibilities to consider as the tutelle of the Agricultural Sector Development 
Grant 11. The Government of Niger agency that seems to have the most in common with the 
Agricultural Sector Development Grant I1 program, its objectives, and activities is the Cellule de 
Gestion des Ressources Naturelles. However, the Cellule de Gestion des Ressources Naturelles 
does not have a very stable institutional base. Organizationally, the Cellule de Gestion des 
Ressources Naturelles is attached to the interministerial Sous-Comitd de Dkveloppement Rural, 
which has no physical existence. (It meets only once or twice a year and has no permanent 
secretariat.) The Government of Niger has already indicated that the Cellule de Gestion des 
Ressources Naturelles is not an appropriate institutional base and tutelle for the World-Bank- 
financed Gestion des Ressources Naturelles project. 

The Cellule de Gestion des Ressources Naturelles has taken the lead role in developing the 
Programme National de Gestion des Ressources Naturelles and the World-Bank-financed first 
phase Gestion des Ressources Naturelles project. 

The World Bank has proposed that the Cellule de Gestion des Ressources Naturelles be involved 
in the implementation of its first phase Gestion des Ressources Naturelles project. It is not yet 
clear what effect this may have on the role of the Cellule de Gestion des Ressources Naturelles 
and the potential role of the natural resources management advisor to work with this structure. 
Different drafts and different documents seem to imply different roles, and even the possibility 
of the Cellule de Gestion des Ressources Naturelles being detached from the Sous-Comit6 de 
Developpement Rural and being attached directly to the Office of the Secrktaire Gknkral of the 
Minist5re de 1'Agriculture et de l1~levage. There is speculation that the World Bank would like 
to include national natural resources management policy development and coordination within 
the first phase Gestion des Ressources Naturelles project, or that the World Bank will eventually 
propose to move these functions to a national environmental action plan secretariat. Until 
negotiations between the Government of Niger and World Bank progress further, and some of 
these documents are finalized, it will be difficult to judge the future of the Cellule de Gestion des 
Ressources Naturelles. 

The Agricultural Sector Development Grant II, like a number of other donor programs, has 
contributed, and continues to contribute, to the development of the Programme National de 
Gestion des Ressources Naturelles, The Agricultural Sector Development Grant 11 has objectives 
similar to those proposed concerning the World Bank first phase Gestion des Ressources 
Naturelles project, including further development of national policies and strategies, program 
coordination, harmonization of technologies, assessment of issues related to tenure, 
decentralization, local participation, establishing an environmental information system, 
monitoring and evaluation of natural resources management activities, and so forth. World Bank 
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financing may not be much larger than USAID's commitment to Agricultural Sector 
Development Grant 11. It would seem that a parallel relationship should exist between 
Agricultural Sector Development Grant I1 and the World Bank first phase Gestion des 
Ressources Naturelles project, both of which contribute to the Programme National de Gestion 
des Ressources Naturelles. Recognition of this parallel relationship may make it necessary, or at 
least appropriate, to change the tutelle of the Agricultural Sector Development Grant I1 program 
and project to the same Government of Niger agency that provides the tutelle for the World 
Bank Gestion des Ressources Naturelles project. While it is not certain where this will end up, 
there are some indications that the Office of the Secrktaire GCn6ral of the Ministbre de 
I'Agriculture et de l f~ levage  will be proposed. 

Moving the tutelle of Agricultural Sector Development Grant I1 to the Office of the Secretaire 
GdnCral of the Ministkre de I'Agriculture et de 1'~levage would not solve all of the administrative 
problems by any means, but it would be a better institutional location than the Direction des 
~ t u d e s  et de la Programmation. Administratively, it is very difficult, if not impossible, to advise 
and coordinate the activities of one directorate, secretariat, or cellule from an institutional 
location within a different directorate, secretariat, or cellule at the same level in the 
organizational hierarchy. (This applies to the ministries as well because they also are at the same 
level in the organizational hierarchy.) The Office of the Secrktaire General of the MinistEre de 
l'Agriculture et de 1'~levage offers an institutional location directly superior in the organizational 
hierarchy to that of the Cellule de Gestion des Ressources Naturelles, the Secretariat Permanent 
du Code Rural, and the Direction des etudes et de la Programmation and the Direction des 
Affaires Administrative et FinanciCre of the MinistEre de llAgriculture et de 1181evage. This 
would permit better coordination and simplify administration of program activities in these four 
institutions. The natural resources management advisor would be in an office that directly 
supervises the Cellule de Gestion des Ressources Naturelles and the Secrdtariat Permanent du 
Code Rural, allowing him better access and interaction with these important institutions. The 
Gestion, Administration et Reforrnes Institutionnelles advisor would be in an office 
bureaucratically superior to the Direction des 8tudes et de la Programmation and Direction des 
Affaires Administrative et FinanciEre, increasing the chances that an administrative arrangement 
could be achieved which allowed him to work with both. Coordination and administration of 
program activities in the MinistCre de 1'Hydrolique et de llEnvironnement would still be 
relatively difficult. Administrative arrangements for the grants management unit would be 
difficult unless the grants management unit is made largely autonomous from both Ministkre de 
1'Agriculture et de 1181evage and MinistiYe des Finances et du Plan. 

A final alternative for USAID to consider is to establish a program office in the Office of the 
Prime Minister and unite program coordination and administrative supervision (tutelle) in the 
position of a national program coordinator. Situated in the Office of the Prime Minister, the 
program would at a level in the organizational hierarchy superior to that of the three ministries. 
Institutionally, this greatly increases the chances that Agricultural Sector Development Grant 11 
can successfully coordinate and work with natural resources management activities in all three 
ministries. Location in the Office of the Secdtaire General of the Minisere de 1'Agriculture et de 
ltElevage might provide closer relations and better interaction with Government of Niger 
agencies having natural resources management activities within, or under the administrative 
supervision of, the Ministkre de 1'Agriculture et de l'hevage. However, only location at a 

Tropical Research and Development, Inc. 
46 



superior level in the organizational hierarchy like that offered by the Office of the Prime 
Ministers can provide easy access to all three ministries. 

10.3. The role of a national coordinator 

One possibility for reducing administrative problems and facilitating program implementation 
would be to establish a National Agricultural Sector Development Grant I1 program coordinator. 
If the program has a national coordinator, it will be very clear who is responsible for tracking 
and the satisfaction of program conditions precedent. Several additional attributions should be 
considered for this position. One would be to make the national coordinator responsible for 
administrative supervision of the program and project. Most of the program oversight would 
continue to be provided by the Comit.6 de Suivi des Reformes de Politique and the Comitk Tech- 
nique Intenninistkriel (or the informal combination of the two committees that presently ad- 
dresses most Agricultural Sector Development Grant 11 problems and issues). The functional 
relationship between the national coordinator and the Government of Niger agency responsible 
for the tutelle of Agricultural Sector Development Grant 11 should be informational rather than 
requiring signatures. 

USAID and the Government of Niger should also consider giving the position of national 
coordinator the attribution of official program and project coordination (as opposed to the 
Direction de I'Analyse, des ~ t u d e s  Economique et Financi&res et de la Prt5vision-Minist.&re des 
Finances et du Plan). The Ministkre des Finances et du Plan has not been effective at program 
and project coordination and most of the effort required for program coordination has fallen on 
the Direction des ~ t u d e s  et de la Programmation director and the International Resources Group 
team. Giving the national coordinator this authority will simplify administrative procedures. If 
for some reason, it is not possible to make the national coordinator responsible for the official 
program and project coordination, this attribution should be given to the Government of Niger 
structure responsible for the program tutelle. The separation of administrative supervision and 
coordination seems to be a major source of confusion with regard to responsibilities, a factor 
which complicates administration, and a constraint to implementation which serves no useful 
purpose. 

If a national coordinator for the Agricultural Sector Development Grant II is to be appointed, the 
role and attributions must be negotiated between USAID and the Government of Niger. Either 
the Comitk de Suivi des R6formes de Politique or the Comitk Technique Interminist6riel would 
seem to provide an appropriate forum for such debate. Obviously, an Agricultural Sector 
Development Grant I1 national coordinator cannot be located in the all of the Government of 
Niger agencies which will receive technical support. While it could be argued that the national 
coordinator should be located with the chief of party (perhaps again thinking of the familiar 
project approach), it would seem more important that he assure the administrative support for 
program and project activities, and be available on a full-time basis. 

Whatever the outcome of the proposal to name a national coordinator, the International 
Resources Group should hire an administrative assistant to help the chief of party (and perhaps 
the National Director) with the increased administrative tasks, that will necessarily result from 
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the addition of the grants management unit to the International Resources Group contract. 
Without administrative help, there is a serious risk that the chief of party will not be able to 
effectively meet his other responsibilities as natural resources management advisor. 

10.4. Recommendations concerning the institutional location of the program. 

If Government of Niger administrative procedures can be reduced to allow program components 
and their respective technical assistance to function effectively dispersed over two or three 
institutions, the location of the technical assistance and the institutional location of the program 
should be treated separately. If the administrative burden is too great, then treating them as 
separate questions will not be possible. Logic dictates that program components and their 
respective technical assistance should work with those institutions which have the responsibility 
and mandate for the natural resources management policies and activities addressed by the 
component (Cellule de Gestion des Ressources Naturelles, Secretariat Permanent du Code Rural, 
and the Direction de lfEnvironnement for the natural resources management component, 
Groupement des Aides Privees and Services des Organisations Non-gou- 
vernementalles-Direction de Developpement Regional-Ministhre des Finances et du plan for the 
grants management unit, Direction des Etudes et de la Programmation and Direction des Affaires 
Administrative et Financ&re of the Ministhre de 1'Agriculture et de l'~1evage for the Gestion, 
Administration et Reformes Institutionnelles component). 

One of the possibilities to help reduce administrative problems and facilitate program 
implementation would be to establish a National Agricultural Sector Development Grant I1 
Program Coordinator, with responsibilities for coordination and administrative supervision. In 
this manner it would be very clear who is responsible for the coordination of Agricultural Sector 
Development Grant 11, and for the process of tracking and the satisfaction of program conditions 
precedent. It would also provide an opportunity to simplify administrative procedures between 
the program and project components and the administrative supervisor. The Comite'de Suivi des 
Rkjiormes de Politique and the Cumite' Technique Interministe'riel (or the informal combination 
of the two) could continue to provide program oversight. The functional relationship between 
the National Coordinator and the Government of Niger structure responsible for the tutelle of 
Agricultural Sector Development Grant 11, should be informational, rather than requiring 
signatures. The National Coordinator and the program office should be located in either the 
Office of the Secretaire Gdneral of the Ministhre de 1'Agriculture et de lt81evage or the Office of 
the Prime Minister. 

Whether this is sufficient to resolve the administrative problems of having components located 
in different institutions is not clear. The program would seem to have the best chance of 
administrating this kind of institutional octopus, if it were located in the Prime Minister's Office. 
Administrative procedures are simpler and more direct, if the project office is located at a level 
in the organizational hierarchy which is superior to that where the individual components are 
located. If all of the components were located in the same ministry, this could be accomplished 
by being located in the Office of the Secretair General. Because Agricultural Sector 
Development Grant II must attempt to work with different ministries, this requires the program 
office to be locate in the office of the Prime Minister. (Location in any one ministry is a bit like 
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trying to control and coordinate the octopus from a location in one of its tentacles.) 

Locating the Agricultural Sector Development Grant I1 program in the Office of the Secrdtaire 
GCnkral of the Ministhre de ltAgriculture et de llElevage would produce a more compact 
program organization, but with more risk of administrative problems. The Office of the 
Secrdtaire Gknkral of the Ministbre de llAgriculture et de llElevage is hierarchically superior to 
the Cellule de Gestion des Ressources Naturelles and Secrktariat Permanent du Code Rural with 
regard to the natural resources management component, and to the Direction des ~ t u d e s  et de la 
Programmation and the Direction des Affaires Administrative et Financi2re with regard to the 
Gestion, Administration et Rdformes Institutionnelles component. In addition to the Cellule de 
Gestion des Ressources Naturelles and the Secr6tariat Permanent du Code Rural, the natural 
resources management component and advisor need to work with the Direction de 
l'Environnement, the Ministhe de 1'Hydrolique et de 1'Environnement. An accord between the 
program and the Direction de 1'Environnement could provide a working relationship between the 
program and Direction de 1'Environnement that would not require a lot of administrative 
procedure. It seems like the big problem for locating the program in Minisere de l'Agriculture et 
de l'Elevage will be the administration and coordination of the grants management unit. A 
tremendous amount of administrative detail is involved in awarding and managing $5:6 million 
in small grants. There is a high risk that the cumbersome administrative procedures usually 
required between ministries would render the grants management unit ineffective and unable to 
achieve its assigned program objectives. Therefore, USAID should seriously consider making 
the grants management unit largely autonomous of ministries, and attach it to the Groupement 
des Aides PrivCes. While it might be possible to administrate a grants management unit located 
in the Minist2re des Finances et du Plan from a program location in the Prime Minister's office, 
it would be very difficult if the program office is located in Minisere de ltAgriculture et de 
1 ' ~ l e v a ~ e .  

Specific recommendations 

International Resources Group and USAID should enter into discussions with the 
Government of Niger to establish the position of a National Agricultural Sector 
Development Grant I1 Program Coordinator and the attributions of this position. 
Official program coordination and administrative supervision should be among 
the attributions considered. 

If official program coordination cannot be attributed to the National Coordinator, 
it should be attributed to the institution in which the program office is located (the 
Prime Minister's office or the Office of the Secretaire Gknkral of the Minist&re de 
lfAgriculture et de 1'~levage). 

International Resources Group and USAID should enter into discussions with the 
Government of Niger to move the tutelle of the program to the office of the Prime 
Minister or the Office of the Secrktaire GdnQal of the Minisere de 1'Agriculture 
et de lt~levage. 
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I. International Resources Group and USAID should discuss with the Government 
of Niger, the possibility of the natural resources management Advisor 
establishing an office in the Cellule de Gestion des Ressources Naturelles. 

I. If the Gestion, Administration et Reformes Institutionnelles subcomponent is to 
be continued, the revised Gestion, Administration et Rkformes Institutionnelles 
program should be focused on activities in the Direction des Affaires 
Administrative et Financiere and the Ministhre de SAgriculture et de 1'~levage 
and the Gestion, Administration et RCforrnes Institutionnelles Advisor should 
have counterparts in the personnel, equipment, finance and training services of 
the Direction des Affaires Administrative et Financihre, of the Ministhre de 
ltAgriculture et de 1'~levage. 

The grants management unit should be established as a largely autonomous 
organization, attached to the Groupement des Aides PrivCes. (If the Agricultural 
Sector Development Grant 11 program office is located in the Prime Minister's 
office it may be possible to attach it to the Services des Organisations Non- 
gouvernementalles-Direction de DCveloppement-Ministere des ~inanc'es et du 
Plan.) 
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Table 3. GON and ASDG 11 committee structure 

Comite Interrninisteriel 
(Chair: Ministere de Finance et Plan) 

Comite de Suivi des Reformes de Politique 
(Secretaire-Generales de MAGEL, 

MHE, MFP; USAID Representative) 

Comite Techinque Interrninisteriel 
(Chair: Secretaire-General de 
Ministre de Finance et Plan) 

Sous Comite de Developpement Rural 
(President: Secretaire-General de MAGEL) Sous Comite de 

ice-President: Secretaire-General de ME3E) I- 

See Annex F. Institutional Analysis for a description of the committee structure 

Sous Comite de 





1 1  Recommendations for Agricultural Sector Development Grant  I1 program 
adjustments and reorientation 

The Agricultural Sector Development Grant II program and project should be 
extended for approximately three years (that is, until December 1998), to allow time 
to establish the nongovernmental organizations subcomponent and to return to a 
project implementation time frame comparable to the one originally planned. 

The International Resources Group technical assistance team should complete the 
program and project monitoring and evaluation plan and finalize and submit the 
second annual work plan. 

Niger is at an extremely important crossroads in the development of Code Rural and 
related resource tenure policies and regulations. USAID should consider funding a 
full-time resource tenure specialist to assist the Secretariat Permanent du Code Rural 
in implementing the resource tenure reform process and establishing the regional 
Commissions Fonci2res to test proposed regulations. 

Agricultural Sector Development Grant II should consider how it could provide 
more balance in its natural resources management outlook. One way would be to 
address policies that are important to pastoralists and the livestock subsector. 

USAID should seriously consider either terminating the Gestion, Administration et 
Reformes Institutionnelles subcomponent or significantly revising it along the lines 
suggested in the Evaluation Report. A revised Gestion, Administration et Rkformes 
Institutionnelles would also require changes in ASDG II objectives, approach, and 
conditions precedent, and in the terms of reference for technical assistance. 

The Government of Niger and USAID need to determine how the existing system 
for the disbursement of funds can be made to work more effectively, or whether a 
more functional system can be substituted in its place. To reduce administrative 
problems, a compromise should be sought which is not considered budget support by 
the Government of Niger, and which is not considered project funding by USAID. 
The Comitk Technique Interministkriel should meet with the Directors of Budget, 
Treasury and Taxes, to seek a solution to these financial problems. 

The Government of Niger should complete and submit the financial reports required 
in Section 4.2.8.5 of the Grant Agreement and establish procedures to ensure that 
future reports are submitted to USAID in a timely manner. 

Experience to date indicates that the multitude of conditions precedent hinders rather 
than promotes program implementation. In order to substantially streamline the 
conditions precedent, Agricultural Sector Development Grant 11 should reject the 
project design assumption that a condition precedent for each area of intervention in 
each tranche would facilitate program implementation. 
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The Agricultural Sector Development Grant I1 needs to analyze carefully the 
rationale for the remaining conditionalities and any new conditions precedent that 
are proposed. The total list of conditionalities should be reviewed with a view to 
reducing their number. An existing report from an International Resources Group 
consultant provides a solid basis for establishing the type of process necessary for 
determining which conditions precedent are worth maintaining or adding. The 
present conditions precedent related to decentralization and the Gestion, 
Administration et Rkformes Institutionnelles subcomponent should be eliminated. 

The Government of Niger and USAID should clearly identify the institutions and 
personnel responsible for program related objectives and activities. Particular 
attention is needed with regard to (1) program coordination and administration and 
(2) the process of tracking and satisfying conditions precedent. 

Given the importance attached to improving conditions for program implementation 
and program performance, the Government of Niger should appoint a national 
Agricultural Sector Development Grant II program coordinator acceptable to 
USAID. 

Official responsibility for program coordination should be merged with the 
responsibility for administrative supervision. If possible, both should be attributed to 
the national program coordinator. If that is not possible, coordination should be 
made the responsibility of the institution chosen to provide the tutelle for the 
program. 

The tutelle for Agricultural Sector Development Grant 11 should be moved to either 
the Office of the Prime Minister or the Office of the Secrktaire G6n6ral of the 
Ministt?re de llAgriculture et de 1 ' ~ l e v a ~ e .  Improving implementation and reducing 
administrative problems requires that the program office be located at a level in the 
organizational hierarchy superior to that of the organizations in which the program 
components are located. (This will be only partially true if located in the Office of 
the Secrktaire Gkn6ra.l of the Minisere de llAgriculture et de l88levage, and certain 
precautions would therefore be necessary to avoid administrative problems.) 

If the Agricultural Sector Development Grant I1 program office is located in the 
Prime Minister's office, the program should consider locating program components 
and their respective technical assistance to those organizations which have the 
mandate and responsibility for the activities targeted in the program component: 

the natural resources management component in the Cellule de Gestion des 
Ressources Naturelles 
the Gestion, Administration et Rkformes Institutionnelles component in the 
Direction des Affaires Administrative et Financihre of the Ministhre de - 

1'Agriculture et de 1'~levage (if it continues) 

and the semiautonomous grants management unit attached to the Groupement des 

- - - - - - -- -- 
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Aides Privees, or possibly the Services des Organisations Non- 
gouvernementalles-Direction de D6veloppement Regional-Minist2re des 
Finances et du Plan. 

Alternatively, if the Agricultural Sector Development Grant I1 program office is 
located in the Office of the SecrCtaire GCnCral of the Minist&re de 1'Agriculture et 
de l'Elevage, the natural resources management and Gestion, Administration et 
RCformes Institutionnelles components and their respective technical assistance 
could potentially be located in the Agricultural Sector Development Grant 11 
program office. In this case the grants management unit should be largely 
autonomous and attached to the Groupement des Aides Privees, to avoid the 
serious problems caused by cumbersome administrative procedures between 
ministries. 

The evaluation team supports the proposal of the Pre-Evaluation Mission of the 
Programme National de Gestion des Ressources Naturelles to move the Cellule de 
Gestion des Ressources Naturelles or natural resources management-program 
coordinating unit to the Office of the SecrCtaire GCnCral of the Ministhe de 
1'Agriculture et de l'Elevage. The evaluation team proposes that a parallel 
relationship be established between the Agricultural Sector Development Grant I1 
program and the World Bank First Phase Gestion des Ressources Naturelles project, 
and the manner in which they both support the Programme National de Gestion des 
Ressources Naturelles. 

The Agricultural Sector Development Grant I1 under USAID should consider 
establishing a limited number of conditions precedent to improve the implementation 
environment for the program and project. In particular, these might include: 

A condition precedent requiring a rapid resolution, satisfactory to USAID, of the 
financial administration problems, i.e. accounting and fund disbursement 
procedures. 
A condition precedent requiring assignment of a national coordinator acceptable 
to USAID to the Agricultural Sector Development Grant I1 program and project. 
A condition precedent requiring the Government of Niger's agreement to move 
the tutelle of the program and project to the Office of the Prime Minister or the 
Office of the SecrCtaire GCn6ral of the Ministkre de 1'Agriculture et de 1'~levage. 
A condition precedent requiring the Government of Niger's agreement to merge 
responsibility for program coordination and administrative supervision, preferable 
as an attribute of the national program coordinator; if that is not possible, to make 
responsibility for program coordination and administrative supervision an 
attribute of the institution providing the tutelle for Agricultural Sector 
Development Grant 11. 
A condition precedent-% the Gestion, Administration et Reformes 
Institutionnelles subcomponent is retained-requiring the assignment of 
counterparts acceptable to USAID from the critical Direction des Affaires 
Administrative et Financi5re services (personnel, equipment, finance and 
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training) to the institutional advisor. 

The evaluation team strongly suggests that the following concerns need to be 
addressed promptly and decisively by the appropriate authorities: 

Devising a means to facilitate coordination and administration of Agricultural 
Sector Development Grant I1 activities throughout three ministries. 
Establishing the position of a national coordinator and appropriate attributions of 
the office. 
Determining the most appropriate institutional attachment for program 
components and their respective technical assistance. 
Determining the most appropriate institutional location (tutelle) for Agricultural 
Sector Development Grant 11 and for the proposed national coordinator. 
Scheduling regular meetings of the Comitd de Suivi des RCformes de Politique or 
the Comib5 Technique Interministdriel to consider Agricultural Sector 
Development Grant 11 program issues. 
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Annex A. Scope of work, Agriculture Sector Development Grant I1 Midterm Evaluation 

Article I - Title and background . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A-1 
Article I1 - Objective . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A-4 
Article I11 - Statement of work . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A-4 

1. Background reading and interviews . . . . . . . . . . . . . . . . . . . . . . .  A-5 
2. Policy reform activities . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A-5 
3. Counterpart funds . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A-6 
4. Technical assistance . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A-7 
5. Participation of nongovernmental organizations and other rural 

institutions in natural resources management . . . . . . . . . . . . . . . .  A-7 

Article IV - Reports . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A-8 
Article V - Technical directions . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A-9 
Article VI - Term of performance . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A-9 
Article VII - Qualifications of Evaluation Team . . . . . . . . . . . . . . . . . . . . . . .  A-9 
Article VIII - Work days ordered . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A-1 1 
Article IX - Logistic support . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A- 1 1 

Article I - Title and background 

Agriculture Sector Development Grant 11 (PROJECT NO. 683-025710265) 

USAID Niger intends to conduct a Midterm Evaluation of the the Agriculture Sector 
Development Grant 11 program and project to assess the program and the project's overall 
progress in achieving the objectives set out in the Program Assistance Approval Document, 
the Project Paper, the grant agreement, and the amendments to the grant agreement. 

The Agriculture Sector Development Grant I1 is a $28.2 million program to support the 
Government of Niger's aim to increase productivity and incomes in rural Niger in a 
sustainable manner. The Agriculture Sector Development Grant I1 grows out of, and in its 
initial years coexisted with, USAID Niger's premier agricultural policy reform program titled 
the Agriculture Sector Development Grant I which was implemented from 1984 to 1993. 

The purpose of the Agriculture Sector Development Grant 11 is to enhance the ability of 
individual rural inhabitants to gain control over resources they habitually use and to manage 
and profit from them in a sustainable manner. The Agriculture Sector Development Grant I1 
aims to (1) establish the legal and policy framework for natural resources management, and 
(2) strengthen institutions that work directly with rural producers. The program's approach is 
based on the concept that in order to generate sustainable increases in rural production and 
income rural citizens must have control over the land and resources which they traditionally 
exploit; have access to technologies and resources from service providers that promote 
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sustainable production; and be able to profit from their labors with higher incomes and an 
improved standard of living. 

In order to establish the desired legal and policy framework and to strengthen the appropriate 
institutions, the program has adopted the following objectives: 

Policy reform objectives: 

1. The formulation and implementation of a national strategy and program for natural 
resources management. Included under this objective is increased coordination of 
donor initiatives in natural resources management and the integration of biodiversity 
conservation concerns in national development plans. 

2. The establishment of secure land tenure rights and the right by rural populations to use 
natural resources. This is being accomplished through support of the ongoing efforts of 
the Government of Niger's Permanent Secretary for the Rural Code. The Permanent 
Secretary for the Rural Code is conducting studies and drafting legislation to support 
the attainment of this objective. 

3. The decentralization of decision making and executive powers regarding natural 
resources management issues from central government to the local level. This 
objective also includes training of local level institutions in the planning and execution 
of natural resources management activities. 

Institutional strengthening objectives: 

1. The enhancement of the "change agent" extension role of forestry agents which would 
improve the effectiveness and assure the success of participatory natural resources 
management programs. 

2. The strengthening of nongovernmental organizations capacity in natural resources 
management. This will be accomplished by creating a regulatory and administrative 
environment conducive to nongovernmental organizations establishment and operations 
and by providing training and financial means to nongovernmental organizations 
undertaking natural resources management projects. 

3. The improvement of management of human and financial resources of the Government 
of Niger's rural development ministries. 

4. Improved conceptualization, programming, coordination, and management of the 
projects in the rural development investment budget. 

This five-year (1990-95) program is structured into two parts: a sector grant (683-0257) and a 
project component (683-0265). The sector grant of $20 million is released in consecutive 
tranches upon the Government of Niger's satisfaction of stipulated conditions precedent 
reflecting policy reforms that influence natural resources management in Niger. Local 
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currency generated by the release of the program's tranches contribute to the achievement of 
the Agriculture Sector Development Grant 11's objectives. Over the life of the program, a 
minimum of 30 percent of the total net resource transfer will be programmed to support 
organizations and private-sector activities. This portion of the grant will make up the 
nongovernmental organizations and private-sector fund that will be managed by an entity 
recruited for this purpose. The remaining amount will be transferred directly to selected 
agencies within the the Government of Niger as operational and investment budget support. 
The project component of the program finances technical assistance, studies, training, 
commodities, and evaluation and audit requirements of the program. 

Status of Implementation: 

The final selection of interventions undertaken by the Agriculture Sector Development Grant 
11 was made on the basis of the Government of Niger's priorities and interests and USAID 
experience in Niger. Since the time of the program design through the present, the Gov- 
ernment of Niger has given increasing attention to natural resources management in Niger. 
Natural resources management is the first of four principle elements of a comprehensive rural 
development strategy as outlined in the recently adopted Principes Directeurs d'Une Politique 
de DCveloppement Rural Pour le Niger. The government has made progress in harmonizing 
development plans that relate to natural resources management by creating the Cellule de 
Gestion des Ressources Naturelles. The Principes d'orientation du Code Rural were formally 
adopted and published in March 1993 and are now in the process of being translated into 
national languages and disseminated throughout the country. Several studies that relate to the 
satisfaction of conditions precedents have been, or are in the process of being undertaken. 
Conditions precedents for tranche IA were met and those for tranche IB should have been met 
during January-February 1994. Conditions precedents for tranche I1 should be well on their 
way to being satisfied by the middle of 1994. 

Assisting the Government of Niger in implementing the program and attaining its objectives 
are the International Resources Group under direct contract with USAID, the University of 
Wisconsin's Land Tenure Center and the International Food Policy Research Institute working 
under cooperative agreements. The International Resources Group is the prime contractor for 
the Agriculture Sector Development Grant 11, working directly with the Planning and Studies 
Directorate within the Ministry of Agriculture and Livestock. The Land Tenure Center has a 
cooperative agreement to work on an intermittent basis with the Permanent Secretary of the 
Rural Code, providing research support to its efforts to draft and promulgate Niger's Rural 
Code. The International Food Policy Research Institute has been commissioned to do several 
studies to support the Agriculture Sector Development Grant I1 analytical base. In addition, a 
program funded the U.S. Personal Service Contractor (USPSC) and natural resources expert to 
work with the program. Recruitment of a U.S. private-sector entity is in progress to manage 
the fund for programs of nongovernmental organizations and the private sector and to provide 
training. 
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Article I1 - Objective 

The objective of this scope of work is to provide USAID Niger with a technical assistance 
team to conduct a midterm evaluation of the Agriculture Sector Development Grant 11. The 
evaluation will assess the program's overall progress in achieving the objectives set out in the 
program assistance approval document and the project paper. As this is a midterm evaluation, 
the Mission is particularly concerned that the evaluation assess progress and program impact, 
and provide useful recommendations to USAID Niger in order to improve performance and 
enhance program effectiveness and, if necessary, reorient the program's objectives and 
outputs. 

Article III - Statement of work 

A. Summary 

The technical assistance team will conduct a midterm evaluation of the overall Agriculture 
Sector Development Grant I1 program to assess the program's implementation perforinance 
and anticipated impact at the national and local levels. The general approach and methodology 
employed will be to examine the progress made in achieving the purpose and objectives of 
the Agriculture Sector Development Grant I1 as set out in the program assistance approval 
document, project paper, and grant agreement and the amendments made to the agreement. 
This will include analysis and measurement of the specific verifiable indicators of progress as 
contained in the logical framework at both the purpose and the output levels. Also, the 
evaluation will examine how the program relates to the Mission's CPSP conditions precedent 
1992-1994 strategic objectives, related targets, and indicators. The Agriculture Sector 
Development Grant I1 relates directly to the Mission's second strategic objective of increasing 
opportunities for sustainable agricultural production and rural enterprises. The evaluation will 
assess the program's potential in achieving this objective through the main indicator of 
"increased numbers of farmers and pastoralists using natural resources management practices 
that lead to sustainable agricultural production." 

The evaluation team is asked to review the results to date and examine the potential of 
several natural resources management projects working at the local level for evidence that the 
Government of Niger's policy reform encouraged by the Agriculture Sector Development 
Grant I1 program is linked to and does affect Niger's rural areas. 

The evaluation report should make detailed recommendations pertaining to each of the policy 
areas, training, technical assistance, conditionality, and counterpart funds. 

- 

It is anticipated that a degree of subjective analysis and inference will be required to 
"measure" the actual impacts of policy conditionality. To this end, the evaluation team will be 
required to present the analyses upon which their conclusions and recommendations are based. 

The evaluation will be organized around four basic components of the Agriculture Sector 
Development Grant 11: (1) policy reform measures, such as tenure, decentralization, coherent A 
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natural resources management policy, and the role of forestry agents; (2) the actual, potential 
use and management both for the Government of Niger and nongovernmental organizations 
support of counterpart funds; (3) the performance of the International Resources Group 
technical assistance team and the collaborators such as the Land Tenure Center, the personal 
services contractor natural resources management resident expert and International Food 
Policy Research Institute; and (4) the strengthening of nongovernmental organizations, the 
private-sector, and other rural institutions for greater participation in natural resources 
management. 

B. Specific tasks 

1 Background Reading and Interviews: 

a. Review relevant documentation pertaining to the Agriculture Sector 
Development Grant I program implementation, specifically those related 
to tranche VI; the Agriculture Sector Development Grant I final 
evaluation report; the Agriculture Sector Development Grant II' 
programming documents; other donor natural resources management 
sector programs and projects; and the Government of Niger's documents 
produced with counterpart funding. The evaluation team will provide a 
bibliography of the documentation reviewed as part of the final 
evaluation report. 

b. Interview persons at USAID Niger, other donors, the Government of 
Niger officials and representatives of private-sector groups involved in 
the Agriculture Sector Development Grant I1 program management and 
related policy reform activities. Private-sector groups could include 
nongovernmental organizations, rural associations, key farmers, and the 
like. The evaluation team will provide a list of persons interviewed, 
their titles, and organizational affiliations as part of the final report. 

2. Policy reform activities 

a. Compare the current situation in Niger and the situation described in the 
1989-90 design and program documents with respect 10 the program 
rationale. Does the Agriculture Sector Development Grant I1 currently 
fit the Government of Niger's policy directions and strategy? 
Specifically, is it probable that the program will achieve its purpose of 
enhancing the ability of individual rural inhabitants to gain control over 
the resources that they use? Identify how the current situation has 
changed and how it has affected the real or potential impact of the 
existing conditions precedents. 
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b. Evaluate the conditionalities for all the policy areas and verify their 
current validity. Determine if the original assumptions made during the 
the Agriculture Sector Development Grant I1 program design are valid. 
Are there policy reform areas that the Agriculture Sector Development 
Grant I1 has missed that will help achieve program objectives? Are 
some policy areas no longer relevant? 

c. Analyze the progress made to date in implementing policy reform 
measures. Based on this review, the evaluation team will make 
recommendations for reorienting or adjusting conditionality of the 
conditions precedents for the remaining tranches in order to achieve 
positive impacts to facilitate implementation and to more fully engage 
the Government of Niger in the substance of policy reform. 

d. After review of API, conditions precedent and the Agriculture Sector 
Development Grant I1 indicators for impact, recommend what databases 
can be used. Based on this assessment, recommend specific 
methodologies, indicators, and databases most useful for simplified 
monitoring and impact assessment of the program. 

e. Review other donor (principally IBRD) natural resources management 
initiatives and identify program complementarities, areas of overlap and 
possible divergence of these programs with the purpose and objectives 
of the Agriculture Sector Development Grant 11. Should, for example, 
USAID Niger consider cofinancing or parallel financing the proposed 
World Bank Programme National de Gestion des Ressource Naturelles 
project? Recommend ways to improve coordination with other donor's 
natural resources management programs. 

Review the status of program policy reforms accomplished under the 
Agriculture Sector Development Grant I program with respect to 
positive or negative impact on the Agriculture Sector Development 
Grant II objectives. Access rationale of the conditionality statement in 
the Agriculture Sector Development Grant I1 that "evidence must be 
presented that the grantee has not discontinued, reversed, or otherwise 
impeded any action it has taken in satisfaction of any-conditions 
precedent under the Agriculture Sector Development Grant I program." 

3. Counterpart fund 

a. Review the uses of the Agriculture Sector Development Grant I1 
counterpart funds and assess their relevance to the Agriculture Sector 
Development Grant I1 goals and purpose, their relationship to the stated 
Government of Niger strategy, and priorities for improved management 
of natural resources. 
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b. Review the overall management and problems encountered in disbursing 
the counterpart funds for operational support by the Government of 
Niger and recommend ways to improve the effectiveness of using the 
resource transfer. 

c. Review the status of the nongovernmental organizations and private- 
sector fund and the potential of its use by nongovernmental 
organizations and other private-sector institutions in natural resources 
management. 

4. Technical assistance: 

a. Review the terms of reference of the technical assistance teams and 
collaborators. Assess the relevancy and role of the technical assistance 
component to the overall program. Assess the degree the individual 
members and the team as a whole have fulfilled their job requirements. 

b. Determine the progress the long-term and short-term technical 'assistance 
have made in implementing the institutional development and the 
natural resources management components, as well as information 
system management, computer programming, and management training. 

c. Assess the significance and relevance of the studies performed and 
proposed by the technical assistance contractor, the International 
Resources Group, the Land Tenure Center and the International Food 
Policy Research Institute in terms of meeting program objectives. 

d. Determine the progress made in meeting the training objectives of the 
Government of Niger's counterparts and in developing increased 
capacity within the Ministry of Agriculture and Livestock. Assess the 
plans for training farmers through study tours and exchanges. 

e. Analyze the placement of the International Resources Group technical 
assistance team in terms of the team being able to perform its 
obligations in assisting the Government of Niger with natural resources 
management policy reform. Could the team be more effective if placed 
in another directorate, at a higher level, or even in a different location, 
ministry, or Government of Niger office in the government? 

5. Participation of nongovernmental organizations and other rural institutions 
in natural resources management 

a. Review the actual and potential role that nongovernmental organizations 
are playing in rural development, natural resources management 
technology transfer, and in providing feedback for the Agriculture 
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Sector Development Grant I1 policy dialogue in Niger. Identify and 
recommend how the Agriculture Sector Development Grant I1 might 
further enhance Nigerien nongovernmental organizations' role in natural 
resources management in Niger. 

b. Assess what progress has been made in improving the regulatory and 
administrative environment and funding opportunities conductive to 
nongovernmental organizations' establishment and operation. Are 
increased opportunities being made or have been made? 

c. Review a sample of natural resources management donor funded and 
nongovernmental organizations funded projects including Nigerien and 
international nongovernmental organizationss, such as the Africare and 
Goure' natural resources management project to assess the effects of 
natural resources management policy reform at the field level. Are the 
Agriculture Sector Development Grant I1 policies linked to field needs? 
Are interventions such as those envisioned by the Agriculture Sector 
Development Grant I1 being used successfully by others? Are'farmers 
adopting these interventions? What are the constraints to adoption? 

d. Access to the potential role of the technical assistance team being 
procured to promote nongovernmental organizations' activity and 
manage the nongovernmental organizations' fund in terms of meeting 
the Agriculture Sector Development Grant I1 objectives for 
nongovernmental organizationss working in natural resources 
management. What will be a workable relationship with the Government 
of Niger, the International Resources Group, and USAID? What is the 
possibility of this technical assistance team managing all the counterpart 
funds? 

Article IV - Reports 

1. The contractor will submit its recommended outline of the evaluation report to USAID 
Niger by the end of the second week of work in Niger. The draft outline will be 
reviewed and any changes suggested will be considered by the team-for incorporation 
into the final outline. 

2. The contractor shall submit to USAID Niger and to the Government of Niger in form 
and substance acceptable to the Mission, ten copies of a typed English language text 
and twenty copies of a typed French language text of a preliminary report which 
includes the results of the analysis and examination required below. This report shall 
include an executive summary and allow for a minimum of five working days for 
USAID Niger and the Government of Niger to review prior to the team leader's 
departure from Niger. The team will present an oral summary of the paper to USAID 
and the Government of Niger in review meeting as scheduled by the Mission. 
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3. The team leader will prepare a draft Project Evaluation Summary (PES) to be 
submitted to USAID prior to departure from Niger. 

4. Based upon USAID, the Government of Niger review of the preliminary report, the 
contractor shall revise the report and submit twenty copies English and twenty copies 
French of the typed, final report with the computer disc to USAID Washington for 
mailing to USAID Niger within four weeks of the team leader's departure from Niger. 

Article V - Technical directions 

Technical directions during the performance of this delivery order will be provided by USAID 
Niger supervisory agricultural development officer or his or her designee. 

Article VI - Term of performance 

a. The evaluation team shall consist of outside consultants and Nigerien counte+arts who 
have first-hand experience with the Agriculture Sector Development Grant I1 program 
from the cooperating Government of Niger ministries, such as the Ministry of 
Agriculture and Livestock, the Ministry of Hydrology and Environment, and the 
Ministry of Finance and Plan. The team will consult with appropriate nongovernmental 
organizations and other donors to gain that perspective. The team members and 
counterparts will be assigned specific responsibilities by the team leader. 

b. The technical assistance team will work in Niger as follows: institutional and policy 
analyst, six weeks; agricultural economist, four weeks; and natural resources 
management expert, six weeks. The team leader will be authorized an additional two 
weeks to finish the final evaluation report at the contractor's home office. The 
approximate date to begin the evaluation was the middle of March 1994. 

Article VII - Qualifications of evaluation team 

The technical assistance team will consist of three consultants: institutional and policy analyst; 
agricultural economist; and natural resources management specialist. One of the consultants 
will be the team leader, who in addition to carrying out his or her scope of work, will be 
required to coordinate the overall compilation of the final evaluation report and ensure its 
completion in a timely manner. The team leader must have previous experience in leading 
USAID evaluations. The team leader will also be responsible for all administrative and 
logistical support for the team. The consultants will have the following qualifications: 
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a. Institutional and policy analyst 

Education: Doctorate in public administration, rural institutional development, or related 
field with emphasis on rural institutional and policy analysis. 

Professional 
Experience: A minimum of ten years including substantive analytical experience in natural 

resources management institutional and policy analysis in Sahelien Africa. This 
expert must have previous experience in USAID project and sector program 
evaluations. 

Language: French capability at the minimum FSI S-3, R-3. This level must be attested to 
by the contracting firm in writing before the selection of the candidate. 
Preference will be given to candidates with FSI S-4, R-4 or better. In the case 
of native French speaker, fluency in English with a minimum FSI S-3, R-3, and 
ability in English must be attested to by the contracting firm. 

b. Agricultural and Natural Resources Economist 

Education: Doctorate of master's degree in agricultural and natural resources economics, or 
related field with emphasis on natural resources management policy. 

Professional 
Experience: A minimum of five years including substantive analytical experience in policy 

analysis in Africa, preferably, Francophone Africa. This expert must have 
previous experience in conducting natural resources management project and 
sector program evaluations. 

Language: Same as above 

c. Natural resources management expert 

Education: Doctorate or master's degree in relevant technical field in agriculture, natural 
resources or forestry with emphasis on applications in the arid or semiarid 
tropics. 

Professional 
Experience: A minimum of five years including substantial experience in Sahelien Africa. 

This expert must have proven understanding of sustainable production systems 
applicable to the African context and previous experience in conducting 
evaluations. 

Language: Same as above 
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d. Nigerien counterparts 

The Ministkre de I'Agriculture et de l'Elevage, Ministkre de 1'Hydrolique et de 
1'Environnement and the Ministry of Finance and Plan will provide top level officers to work 
fulltime with the above team members. They will be chosen to complement each team 
member and thereby provide Nigerien experience and understanding. The officers must be 
fully knowledgeable of the Agriculture Sector Development Grant I1 program and be actively 
working in at least a portion of the program. The conterparts will attend all of the meetings 
and provide relevant input to the evaluation document and the recommendations. 

Article VIII - Work days ordered 

a. Functional Delivery Days Fixed Daily 
Labor Specialist Ordered Rate * Total 
Team Leader 14 $332 4,650 
Institutional and Policy 
Analyst 36 $332 12,000 

Agricultural and Natural 
Resources Economist 24 $332 8,000 

Natural Resources 
Expert 36 $332 12,000 

Government of Niger 
counterparts 108 $30 3,350 

* based on USAID FS-1 max 

b. Subject to the prior, written approval of the project officer, contractor is authorized to 
adjust the number of days actually employed in the performance of the work by each 
position specified. 

c. Contractor is authorized up to a six-day work week with no premium pay. 

Article IX - Logistic support 

USAID will provide office space to the extent available. The contractor is expected to rent a 
vehicle in Niamey. Subject to availability, USAID will provide official vehicle and driver for 
trips outside Niamey. Check cashing facilities and pouch usage are available in accordance 
with applicable Embassy rules and regulations. Embassy health unit requires all authorized 
users to have a complete physical examination within six months of arrival in Niger, using 
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the "Medical History and Examination for Foreign Service" form DS-1843. The physical 
standards for foreign service duty in Niger must be met. An affirmative statement by the 
physician conducting each examination of such fitness and the completed DS-1843 form must 
be provided to the Embassy health unit for their review upon arrival. Non-U.S. citizens 
including green card holders are not authorized access to Embassy health unit, except in a 
medical emergency. 

All other reasonable, allocable, and allowable logistic support will be provided by the 
contractor. 
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Annex D. Evaluation Methodology 

The Midterm Evaluation of the Agriculture Sector Development Grant I1 program and project 
seeks to provide information to USAID and the Government of Niger's decision makers 
regarding program progress and ways to improve program performance. Following normal 
USAID evaluation methodology, the evaluation does not attempt to make decisions 
concerning reorientation of the program. It does provide recommendations in the form of 
alternatives for enhancing program effectiveness. 

The evaluation team began the evaluation process by reviewing relevant documentation 
regarding the Agriculture Sector Development Grant I1 program and project and natural 
resources management issues and activities in Niger. The scope of work for the evaluation 
was reviewed and a preliminary outline was established for the evaluation report. This outline 
was discussed with the project officer and revised to ensure that it adequately covered both 
the important specific questions in the scope of work and the general needs of the USAID 
mission. When Nigerian counterparts became available, the questionnaire was discussed 
among the entire team. The team, which consisted of an external consultant and a counterpart, 
were designated responsibility for each section of the outline. This organization was intended 
to ensure that a national and an external perspective would be available for each section. 

The team members made a limited number of field trips to feel out the conditions under 
which natural resources management programs and activities operate in Niger. Interaction 
with project personnel and farmers provided information about both the accomplishments of 
and constraints to natural resources management activities at the field level. It also permitted 
an assessment of the relative importance of different policy issues at the field level. 

Much of the evaluation team's effort was focused on interviewing government officials and 
personnel from projects, donor organizations and nongovernmental organizations and other 
people working with the Agriculture Sector Development Grant I1 or natural resources 
management programs and activities. About 100 people were interviewed to gather 
information and a cross section of opinions regarding the program and key issues in natural 
resources management in Niger. While some interviews were attended by the entire team, 
frequently the team divided into groups to address issues related to specific programs or 
activities. 

The combination of field trips and interviews, both in Niamey and in the field, also helped to 
offset the lack of a program and project monitoring program. Impact indicators have not yet 
been chosen, and a monitoring and evaluation plan has not yet been established for the 
Agriculture Sector Development Grant 11. Program conditions precedent and planned program 
and project outputs were found to be very good indicators of progress in the program and 
project implementation. 

- - -- 
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Following an intensive period of field visits and interviews, the team members took a few 
days to write analyses of their respective sections of the report outline. Thereafter each team 
member presented his major findings and recommendations for consideration by the entire 
team. The original draft of the evaluation report's recommendations grew out of this meeting. 

During the course of the evaluation, two debriefings were presented for USAID and two for 
the Government of Niger. An issues paper was presented at the initial USAID debriefing and 
subsequently used in discussions with the project administrator and technical assistants. A 
draft evaluation summary was presented and used as the basis of discussion for the final 
USAID and Government of Niger debriefings. This summary was translated into French to 
serve as a basis for the final Government of Niger debriefmg. 
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Annex E. 

USAIDNger ASDG I1 Project - Inventory List (Summary) 
International Resources Group, Ltd. 

as of 2 March 1994 

CATEGORY ITEM 

Computer cpu 
Hardware cpus 

monitors 
monitors 
monitor 
notebooks 
printer 
printer 
printer 
printers 
CD-Rom 
Scanner 

DESCRIPTION QTY 

Compaq ProSignia 1 
Compaq Prolinea 4/50 4 
Compaq 151 FS 2 
Compaq 14" SVGA 2 
CTX 14" Colour 1 
Toshiba Satellite T1850 2 
Canon BubbleJet 1 
Smart Label Plus 1 
Okidata ML 591 1 
HP LaserJet 4 4 
NEC 1 
HP ScanJet 2C 1 

spare parts hard & floppy drives, 
french keybd 

softwares W/Perfect, Lotus, 
Smartsuite etc 

Electrical, suppressors McMaster-Carr surge 
computer suppressors 8 
related transf orm- 

ers McMaster-Carr step- 
down transf ormer 2 

suppressors Safety line 2 
regulator American Power 1250 kva 1 
regulators 

regulators 

UPS 
UPS 
batteries 

Photocopier copier 

Communi- modems 
cations 

phone 

fax 

Furniture cabinets 
chair 

Vehicles vehicles 

Tripplite line condi- 
tioner LC1200/1.2kva 4 
Tripplite line condi- 
tioner LC2000/ 2kva 4 
Smart UPS 600kva 4 
Best 660kva 1 
Caterpilar 100amp 2 

Xerox 5017 1 

US Robotics external 
f ax/modem 2 
Bosh Telecom System 
(std + 4 exts) 1 
Xerox fascimile 1 

3-drawer filing cabinet 2 
Swivel chair 1 

Toyota Station Wagon 
4x4 HZJ80 2 

Page 1 of 1 
COST SUB-TOTAL 
us S us S 

TOTAL 112,850.75 

date: 20th. June 1994 



Appendix F. Institutional Analysis: Agricultural Sector Development Grant I1 

by John A. Lichte, TR&D consultant 
(Institutional Specialist and Midterm Evaluation Team Leader) 

1. Overview of progress in the Agriculture Sector Development Grant I1 program 

1.1. Chronology of the development and implementation of the Agriculture Sector 
Development Grant I1 to date 

The Agricultural Sector Development Grant I1 project was authorized on August 21, 1990, as 
a five-year project with a project assistance completion date of December 31, 1995. The 
original authorization was for a $20 million dollar program component and a $5 million 
project component. The project component authorization was amended August 25, 1992, to 
increase it to $8.2 million. 

The grant agreement was signed and the initial obligation of tranche 1 for $5 million was 
made on August 24, 1990. The grant agreement was amended on July 29, 1991, to increase 
the program component authorization to $10 million and to increase the project component 
authorization from $2 million to $3,472,000. Both the program grant agreement and the 
limited scope grant agreement were amended a second time in 1992 (August 21 and 31, 
respectively). Amendment number two to the program component split tranche I of the 
program funding into two tranches of $2.5 million each, and also allocated the conditions 
precedent for tranche IA and tranche IB. This was accomplished by applying the conditions 
precedent that had already been met to tranche IA, allowing the release of the first $2.5 
million in August 1992. At the same time the project component obligation was amended to 
add $2.5 million, increasing it to $5,972,000. 

A third amendment to the project component, signed on April 21, 1993, added another $1 
million for a total obligation of $6,972,000. A third amendment to the program component 
(about June 1994), will split tranche 11. Tranche IIA will consist of $3.25 million for the 
Government of Niger's structure budget support, and tranche IIB will provide $1.75 million 
for nongovernmental organizations and local, private-sector institutions. The amendment 
allocates the six or seven conditions precedent that will be satisfied by July or August, 1994, 
to tranche IIA so that the budget support can be released more rapidly. This budget support 
will be divided, 60 percent for investment and 40 percent for operational support. 

The conditions precedent for tranche IIB may be satisfied near the end of 1994 if the existing 
financial blockage can be lifted so that funds are accessible to finance condition precedent 
related activities. The Comitk Technique Interminist6riel has agreed to allocate 70 percent of 
tranche IIB to nongovernmental organizations and 30 percent to other private-sector organiza- 
tions. 
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Niger traversed a period of political instability shortly after the project was designed. A 
national conference was held intermittently from July through November 1991 to determine 
Niger's political future. A transition government ruled from December 1991 to April 1993, 
when a new government was democratically elected. First the transition government, then the 
newly elected government, had many preoccupations other than the conditions precedent of 
this program and project, including a financial crisis that still existed in July 1994. By 
partitioning the first tranche and its conditions precedent, the Government of Niger was 
permitted to qualify for a first disbursement of funds two years after the project design 
(August 1992). 

USAID encountered difficulties establishing the terms of reference for the technical assistance 
contract, delaying the awarding of the primary technical assistance contract until January 
1993. The technical assistance team was put in place from March to May 1993, just as the 
democratically elected regime was coming to power. More than half of the original five-year 
program and project time frame had expired before the technical assistance team arrived. 
Tranche IB, financing for the nongovernmental and private-sector subcomponent, was released 
in late May 1994, but the scope of work for this component's technical assistance has not yet 
been finalized. Thus, this major subcomponent, which is to receive one-third of the total 
program funding, had yet not started in July 1994. 

No spending from program funds has been possible since December 31, 1993, because of 
problems in routing funds through the treasury and national budget. The use of the treasury 
and national budget administrative process is related to use of the program funds as budget 
support. Unfortunately, the Government of Niger and program assistance approval document 
authors had different definitions and expectations of budget support. 

So far, the Government of Niger's performance in satisfying conditions precedent for the 
release of funds has been slow. Unfortunately, even when funds became available, USAID 
was not ready to initiate the corresponding technical assistance contracts, delaying the project 
progress even further. 

The project should be extended three years to re-establish a project time frame comparable to 
that originally planned. This extension should not create any serious problems for the 
nonproject assistance program, but implies the need for potentially significant additions in 
project funding. 

1.2. Relationship between the program and the strategy of the USAID Niger's Mission 

The mission strategy is stated in the USAID and NIGER Country Promam Stratepic Plan and 
Concept Paper. The goal of the mission strategy is to "promote sustainable market-based 
economic growth while emphasizing locally managed resources and reduced population 
growth." The mission has two strategic objectives: one for family planning, maternal and 
child health care; and a second for natural resources management, including agriculture and 
rural development. This second strategic objective is to "increase the opportunities for 
sustainable agricultural production and rural enterprises." Specific targets under this objective 
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are to "increase individual and community control of natural resources, and increase 
participation in and output of private-sector activities." 

Natural resources management is a critical issue in Niger. Natural resources are few, and they 
suffer from overuse and misuse. Depleted soils, overcut forests, pasture lands under stress, 
and erratic water supplies are evidence of human pressure on the environment in the 
continuing presence of wide irregularities in rainfall. The government's emphasis on 
patrolling and controlling natural resources, practices that are widely perceived by local 
residents as coercive, limits the extent to which people gain a direct stake in the 
consequences, negative as well as positive, of their actions. Better ways must be found to 
encourage rural inhabitants to control and manage the resources they use in a way that will 
sustain the productive base. 

the Agriculture Sector Development Grant I1 is designed to improve the policy environment 
with regard to natural resources management in order to promote improved local resources 
management and use. Policy reform is expected to relieve constraints to or provide incentives 
for improved natural resources management. The Government of Niger and donors agree that 
some of the important areas where policies are a constraint include land and resource tenure, 
decentralization of natural resources management and other activities, more effective 
coordination of natural resources management and development programs, the incorporation 
of biodiversity concerns, transformation of forestry field agent roles, broadening the role for 
nongovernmental organization and private-sector participation in natural resources 
management and development activities, and improved delivery of technical services by the 
Government of Niger agencies. The Agriculture Sector Development Grant I1 has an 
intervention in each of these areas where policies are considered to be a constraint. While 
there is a heavy focus on policy, the nongovernmental organizations and private-sector 
subcomponent will fund field level activities. These activities will focus on increasing 
productivity while maintaining or improving the natural resource base, which will increase 
rural incomes and well being. 

1.3. Project component inputs 

1.3.1. Dollar disbursements 

Tranche IA of $2.5 million was released in August 1992. For reasons discussed in section 
four, these funds are still being disbursed. Tranche IB of $2.5 million was released in late 
May 1994. This tranche is reserved for nongovernmental organization activities, but the 
management unit for these funds is not yet established. Tranche 2 will split so part of the 
funds can be released more rapidly to provide budget support for the Government of Niger's 
structures. 
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1.3.2. Technical assistance 

The primary technical assistance contract was awarded to International Resources Group in 
January 1993 and the natural resources management advisor (chief of party) and institutional 
advisor were put in place during the period from March to May 1993. Plans are to amend the 
International Resources Group contract to include technical assistance and staff for a grants 
management unit which will manage the program funds set aside to finance natural resources 
management related nongovernmental organization activities. But the terms of reference for 
this amendment are not yet finalized. 

The International Resources Group and DATEX subcontract was approved in November 
1993, and has been used primarily for short-term consultants to help with studies and to 
facilitate workshops. 

The Land Tenure Center cooperative agreement was awarded on December 3 1, 199 1. After 
some delay in recruiting, the Land Tenure Center research assistant arrived in Niger in 
November 1993. 

1.3.3. Training 

Some limited computer applications training has been provided to personnel of the Direction 
des Etudes et de la Programmation and the Direction des Affaires Administrative et 
Financikre of Ministkre de 19Agriculture et de 17Elevage by International Resources Group's 
computer technician. Unfortunately neither of the technical assistants have counterparts with 
whom they work regularly and systematically. The effectiveness of the on-the-job-training 
which they provide to people with whom they are working may be limited. 

The Agriculture Sector Development Grant I1 has helped finance, and International Resources 
Group has helped facilitate, a number of workshops including workshops on the role of the 
forester, a workshop on monitoring and evaluation of natural resources management activities, 
and a national and regional workshop on farm parklands. 

The International Resources Group and DATEX subcontract has been used primarily to 
prepare and facilitate training workshops, particularly the management by objectives workshop 
(January 24-February 5, 1994) and the environmental information system workshop 
(preparations in March 1994 and workshop held June 13-17, 1994). 

1.3.4. Commodities 

Commodities provided under the International Resources Group contract include two vehicles, 
five desktop, and two notebook computers with related peripherals and the necessary 
equipment to regulate electrical supply, a photocopier, and a small amount of office furniture. 
Please see the commodity inventory in Annex E. 
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1.3.5. Studies 

Studies completed under the Agriculture Sector Development Grant I1 auspices include the 
biological diversity study completed by the World Wildlife Fund, the natural forest 
management study, the study on nongovernmental organization regulations as part of the 
nongovernmental organizations workshop, and the environmental information system study, 

Studies in progress under the International Resources Group contract include the study on the 
role of the forester, two institutional studies, and the decentralization study done by the 
International Resources Group to complement the ComitC ~nter- tat pour la Lutte contre le 
Secheresse dans le Sahel decentralization study. The institutional studies had one study on 
information systems for the management of human, material, and financial resource in the 
Ministbre de 1'Agriculture et de lY$evage and the other on human potential and assignment 
policies in the Ministkre de lYAgriculture et de lY~levage. 

The Land Tenure Center research assistant is involved in an ongoing study of patterns of 
conflict with regard to resource tenure, which will help monitor the evolution of progress on 
the Code Rural. The Land Tenure Center will also review the Code Rural study on mise en 
valeur. To date, the Land Tenure Center has produced four major studies (Ngaido, 1993a; 
Loofboro, 1993; Terraciano, 1993; Ngaido, 1993b), a commissioned paper (Leiz, 1993), a 
report on a workshop (McLain, 1993), and an issue paper (Ngaido, 1994) that are directly 
related to Nigerien resource tenure and usufruct issues. 

1.3.6. Monitoring and evaluation 

The monitoring and evaluation system is not yet in place. However, considerable time and 
effort has been spent on determining appropriate indicators. The International Resources 
Group team consulted with four natural resources management specialists from USAID, with 
the World Bank Gestion des Ressources Naturelles project review team, and with WRI and 
AGRYHMET on appropriate indicators and monitoring approaches. Detailed International 
Food Policy Research Institute surveys of rural inhabitants may provide some indications of 
important natural resources management factors that would have implications for selecting 
indicators. 

This midterm evaluation is being undertaken two years and nine months after the Agriculture 
Sector Development Grant I1 was authorized, but only one year after the technical assistance 
team's arrival and project inception. 

1.3.7. Audit 

Funds are available for a "compliance audit" if deemed necessary by USAID or the 
Government of Niger and the USAID steering committee. Independent, nonfederal audits will 
assess the management of the nongovernmental organizations and private-sector fund and its 
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activities. The International Resources Group contract's project activities were audited in 
March 1994. 

2. Progress related to priority program assistance approval document and project 
paper outputs and activities by component 

2.2. Institutional component 

The institutional component consists of two subcomponents: the Gestion, Administration et 
Rkformes Institutionnelles subcomponent and a nongovernmental organizations and private- 
sector subcomponent. The objective of the Gestion, Administration et RCformes 
Institutionnelles subcomponent is to improve the delivery of technical services at the field 
level through a combination of policy reform and institutional strengthening. Working with 
the Direction des ~ t u d e s  et de la Programmation and the Direction des Affaires 
Administrative et Financikre of the Ministkre de 17Agriculture et de l9~1evage,' the Gestion, 
Administration et Rtformes Institutionnelles subcomponent strategy is to improve resources 
management by the Ministkre de 1'Agriculture et de 1 ' ~ l e v a ~ e  through improvements in the 
ministry's administrative and management procedures and policies. Attainment of the 
objectives is complicated by the fact that most of the important policies in question are 
governmentwide and not under the control of the Ministhe de 1'Agriculture et de 1781evage. 
The implementation strategy implied in the program assistance approval document and project 
paper and in the conditions precedent is oriented toward replacing existing administrative and 
management methods with procedures based on high-tech, computerized, U.S.-style 
management and administrative tools. The strategy seems to expect that these tools will 
produce the same type of results they would produce under U.S. conditions. 

The nongovernmental organization and private-sector subcomponent is devoted to 
strengthening local participation in natural resources management. The implementation 
strategy is to make a minimum of 30 percent of the program funds, or approximately $5.5 
million, available to support the natural resources management activities of nongovernmental 
organizations, cooperatives, village associations, and private-sector organizations. A grants 
management unit will be established under the International Resources Group contract to 
manage these program funds and to promote natural resources management activities by these 
local institutions. Recent Government of Niger policy is to support such institutions and 
lessen restrictions on grassroots activity. Participatory local institutions are a recent 
development and require support for institutional development if they are to take on an 
important role in local natural resources management and development activities. 

' The program assistance approval document clearly expected the Ministkre de I'Agriculture et de 1181evage 
and the Minisere de 17Hydrolique et de 1'Environnement to be integrated into a single ministry. The institutional 
advisor has also tried to work on similar activities with the Direction des Affaires Administrative et Financikre of 
the Minist&re de llHydrolique et de llEnvironnement. 
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2.2.1. Information systems for better resources management, Ministhe de I'Agriculture 
et de 19~levage 

The 1993 work plan for the Gestion, Administration et RCformes Institutionnelles 
subcomponent was extremely ambitious. Many of the activities have not been completed. One 
of the major activities of the institutional advisor has been the preparation of a questionnaire 
on job descriptions and job holders. It provides data on the responsibilities and activities of 
personnel positions and on the career experience and training background of the human 
resources filling these positions. It also includes an evaluation by the hierarchical supervisor 
of personnel competency and training needs to allow personnel to better accomplish their 
duties in relation to each post. The questionnaire would allow the establishment of databases 
that would permit better personnel management, including derivation of training plans, career 
path tracking, and the distribution of personnel by region and by categories such as area of 
functional skill, age, grade, and so forth,etc. 

The questionnaire was primarily prepared with informal collaboration from a group of 
personnel from the Direction des ~ t u d e s  et de la Programmation, the Direction des Affaires 
Administrative et Financikre of the Ministkre de 19Agriculture et de 19Elevage, the Direction 
de 17Environment, and the Direction des Affaires Administrative et Financikre of the 
Ministkre de I'Hydrolique et de 17Environnement. However, the collaboration of this group 
fell apart when an attempt was made to formalize the work group which had participated on 
the questionnaire design. Agents assigned to participate in the development of a terms of 
reference for a study on human potential and the policies affecting personnel assignment 
lacked the requisite experience to contribute effectively. 

To test the questionnaire in the Tillabkri arrondissement, a formal letter addressed to the 
Department Services of Agricultural, Livestock, and Environment via the Ministry of the 
Interior was required. Of the fifteen agents in each service targeted for the test, only six 
agents in the Environment Service returned questionnaires. The other thirty-nine were not 
forthcoming, even after a follow-up mission to Tillabkri by the institutional advisor. Since 
November there has been no effort to retest the questionnaire. The reasons for this lack of 
follow through on the part of the Direction des ~ t u d e s  et de la Programmation and the 
Direction des Affaires Administrative et Financikre of the Ministsre de 1'Agriculture et de 
1'Elevage are not clear. 

The Directorate of Environment was able to have about 100 personnel successfully fill out of 
these questionnaires and return them to the institutional advisor for processing, with another 
200 are expected shortly. A personnel database was established by the institutional advisor 
containing the information from the questionnaires. At this point, the database contains only 
information about the Direction de 1'Environnement personnel. The Direction des Affaires 
Administrative et Financikre director of the MinistGre de 1'Hydrolique et de 1'Environnement 
reported to the evaluation team, in the presence of her Secrktaire Gknkral, that she is angry 
that this was done in the Direction de 1'Environnement without the Direction des Affaires 
Administrative et Financikre involvement and that she will no longer work with the Gestion, 
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Administration et RCformes Institutionelles program until formal rules of collaboration are 
established. The chef de personnel of the Ministkre de I'Agriculture et de 198evage of the 
Direction des Affaires Administrative et Financikre told the evaluation team that he could not 
collaborate with the institutional advisor to retest the questionnaire until he received a formal 
notice from his superiors. 

Another important activity of the institutional advisor was an analysis of the financial system 
and the process of accounting and disbursement of the Agriculture Sector Development Grant 
I1 program funds. He documented the twenty-two steps in the fund disbursement process for 
the Agriculture Sector Development Grant I1 program funds and many of the problems 
working through this system. He also provided a report on expenditures to date in September 
and again in November 1993. 

A formal study of the existing management information systems was not part of the original 
work plan, although a terms of reference for such a study was a condition precedent. After 
progress stalled on use of the questionnaire, a terms of reference was prepared for a study of 
information systems on human resources, equipment, infrastructure, and financial resources of 
the Ministhe de I'Agriculture et de 1'Elevage. Preparation of the terms of reference began in 
November 1993, and they were finalized in early March 1994. 

While some progress has been made, much of the work of developing computerized 
management information systems awaits the results of this study. In the three months since 
the terms of reference were finalized, the contractor and subcontractor have been unable to 
find and field consultants to implement the study. 

Some training of the MinistGre de 1'Agriculture et de l'Elevage staff members in computer 
use has begun, but it has not progressed very far on the basis of the Agriculture Sector 
Development Grant I1 activities. It appears that the computer specialist has been viewed more 
as a computer technician and consultant than as a trainer. Training on the computerized 
information systems awaits the design of the systems. The institutional advisor does not have 
a direct counterpart in the personnel, equipment, and financial services or persons that he 
works with directly on a daily basis with regard to Gestion, Administration et R6formes 
Institutionnelles activities. Therefore, the institutional advisor's management and computer 
skills do not provide on-the-job training to anyone on a day-to-day basis. 

(1) Design and installation of a Geographic Information System, (2) development of an action 
plan to establish systems for subsectoral and regional information systems, and (3) 
establishing job descriptions for the Direction des ~ t u d e s  et de la Prograrnrnation in two 
arrondissements have not begun. 

2.2.2. Development of personnel training and assignment policy, Ministkre de 
IYAgriculture et de  le lev age 

As mentioned above, a questionnaire was designed to provide much of the data it needed to 
meet this objective, but, has not been implemented in the Minist6re de 1'Agriculture et de 
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1'Elevage after an initial test resulted in the questionnaires.not being filled out. Successful use 
with about 100 respondents in the Direction de 17Environnement indicates that the 
questionnaire itself is not at fault. Why the Direction des Etudes et de la Programmation and 
the Direction des Affaires Administrative et Financii3-e of the Ministkre de 1'Agriculture et de 
l'Elevage have not followed through and used this questionnaire is not clear. A second terms 
of reference was finalized in mid-March 1994 for a study of the human potential and 
personnel assignment policy in the Ministkre de 1'Agriculture et de l'$evage. As with the 
study of information systems, the contract and subcontractor have not yet been able to find 
and field consultants to implement the study. 

2.2.3. Design of a program budgeting system and guide for conformity of donor projects 
with program budget objectives, Ministb-e de 19Agriculture et de 19~levage 

Two workshops were held between January 24 and February 5, 1994, to introduce more than 
the sixty personnel from the Ministkre de 17Agriculture et de 1'81evage, the Ministhre de 
1'Hydrolique et de I'Environnement, and the Ministkre de Finance et Plan to the concept of 
management by objectives. The primary focus was on communication rather than budgeting. 
The evaluation team found that personnel interviewed believe that this training was very 
useful and that this approach could help them clarify objectives, tasks, functions, and the 
organization necessary to improve performance. Many participants report that they redesigned 
their work plans after the workshop using what they had learned to make their work plans 
more objective. 

The design of a management by objective and program budgeting systems for the Ministkre 
de 1'Agriculture et de 1 ' ~ l e v a ~ e  has progressed very little. The management by objectives 
workshop trained many directors and chefs de service in concepts that can help them improve 
the organization of their agency's activities, within the limits of the means they have 
available. It is less clear how to apply a program budgeting system to the ministry as a whole, 
when both programs and budgets are often set by the political process. While a plan that 
balances budget and program can be designed, there is little chance that the political process 
will allocate sufficient operating funds to maintain the planned balance. 

In 1992, the Direction des Etudes et de la Programation of the Ministgre de I'Agriculture et 
de 13$evage printed a "Bilan d'exkcution des projets sous-tutelle du Ministkre de 
19Agriculture et de 1'Elevage." In this document, the Direction des ~ t u d e s  et de la 
Programmation refined some of the rules of project design, programming, coordination, and 
management. 

2.2.4. Strengthening the participation of nongovernmental organizations and other rural 
institutions in natural resources management 

A workshop on the role and future of national nongovernmental organizations in Niger was 
held February 21-25, 1994, under the auspices of the Minist6re de Finance et Plan of the 

-- 
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Direction de DCveloppement RCgional and with support from the Agriculture Sector 
Development Grant 11. One of the four cornrnissions reviewed regulations governing 
nongovernmental organizations during this workshop. A law (No. 91 006) of 1991 and a 
decree (No. 92/292/PM/MF/P) modified the 1984 law (Ordonnance No. 84 06), which was 
considered a constraint on the role of nongovernmental organizations. The change primarily 
defines development of nongovernmental organizations as not-for-profit associations, 
autonomous from state control, and aiding development through social and economic 
activities. The commission found that the regulations are no longer a constraint and do not 
need to be modified further. The report indicates that continuing problems are due to the 
incorrect interpretation and the lack of strict application of the existing regulations by 
government agencies. It may also be in part a question of attitude. Many government 
personnel interviewed by the evaluation team perceive that nongovernmental organizations, 
associations, and other local, private-sector institutions are organizations that compete with the 
Government of Niger's technical services in terms of mandate and funding. Many of these 
bureaucrats do not favor reducing the role of government technical services by expanding the 
role of these other organizations. The Government of Niger's policy toward nongovernmental 
organizations has changed much faster than peoples' attitudes. 

USAID agreed in principle to establish a grants management unit for the management of a 
local currency fund to finance the activities and institutional development of nongovernmental 
organizations and other local institutions. The tranche IB of the Agriculture Sector 
Development Grant I1 which will finance this local currency fund has been released, and 
USAID is in the process of finalizing a scope of work for the grants management unit 
contract. 

A roundtable between nongovernmental organizations, the Government of Niger, and donors 
is presently scheduled for August-September 1994. A committee has met regularly since the 
February workshop to prepare the roundtable. While the date may slide a little, good progress 
has been made in organizing the roundtable. 

5. Technical assistance 

5.1. Review of the terms of reference of the International Resources Group, the Land 
Tenure Center, and the International Food Policy Research Institute's technical 
assistance teams 

5.1.1. International Resources Group 

A general statement of work for the contractor, as opposed to specific terms of reference for 
the individual technical assistants, reads, "the technical assistance team will be responsible for 
assisting the Government of Niger to monitor the achievement of policy reform measures and 
to assist the government to accomplish the outputs described in the Agriculture Sector 
Development Grant 11. The contractor's team, in collaboration with their ministry 
counterparts, will be responsible for monitoring the rate at which policy reform steps are 
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being accomplished, suggesting areas in which technical assistance might be needed, and 
providing technical assistance in the areas requested of them by the Government of Niger. 
The Ministkre de 17Agriculture et de l'$evage is not expected to require technical assistance 
to meet all of the conditions precedent and to plan and implement all of the policy reform 
steps. However, one indicator of success of the technical assistance will be the effectiveness 
of the Government of Niger in meeting the conditions precedent and the policy reform 
objectives. The technical assistance contract is funded separately and payments are not 
dependent upon satisfaction of the conditions precedent." [International Resources Group, 
Contract Number 624-0265-C-00-3026-00, page 12.1 

While nonspecific and equivocal, this general statement of work might easily give one the 
impression that the primary purpose of the International Resources Group technical assistance 
team is to intervene in the process of tracking the satisfaction of program conditions 
precedent and, therefore, to facilitate the disbursement of funds. However, this interpretation 
is not supported in the responsibilities and specific duties assigned to each technical assistance 
position. The primary responsibilities of the two International Resources Group technical 
assistants are to help plan and implement technical activities necessary to achieve policy 
reform measures stipulated in the Agriculture Sector Development Grant -11 grant agreement 
and evaluate the impact of those reforms. 

a The major assignment of the institutional advisor is to design and put into place 
management systems in the Ministkre de 19Agriculture et de 17~levage. 

a The natural resources management advisor is to assist the Government of Niger in 
implementing and evaluating the project and policy reform activities of the Agriculture 
Sector Development Grant I1 and to strengthen the coordination and programming 
capacity of the Ministkre de lYAgriculture et de 17~levage. 

a The chief of party, who is the natural resources management advisor, is also charged 
to help draft the required plans for policy reforms to be carried out upon successive 
disbursements of grant funds according to the tranche schedule to which the 
Government of Niger and USAID agreed. 

Each technical assistance has a number of specific implementation duties related to the reform 
of specific policies and procedures, but none is related to the process of satisfying conditions 
precedent per se. However, many of these reforms are also the subject of specific conditions 
precedent for disbursement of program funds. 

USAID, International Resources Group, and the Government of Niger appear to have different 
interpretations of these terms of reference. The Government of Niger's interpretation seems to 
be that the primary function of the International Resources Group technical assistance is to do 
whatever is necessary to track and satisfy conditions precedent in order to facilitate the 
disbursement of program funds. This interpretation is at least in part based on an assumption 
that since USAID insisted on imposing 61 itemized conditions in 48 different conditions 
precedent for the release of what it claims is "budget support," USAID should provide the 
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technical assistance to track and satisfy the conditions precedent. The USAID and 
International Resources Group interpretation is that the primary role of the technical 
assistance is to provide training and technical assistance for natural resources management 
related policy reform and activities, which in many cases will satisfy specific conditions 
precedent related to the release of funds. This latter interpretation implies that the 
Government of Niger needs to accept the primary responsibility for the process of tracking 
and satisfying the conditions precedent that lead to the disbursement of funds. 

To date (June 1994), the International Resources Group team has not yet finalized a work 
plan for 1994. But this does not mean that its activities are not planned. In fact, the action 
plans for satisfying conditions precedent have largely replaced a normal project work plan as 
the basis upon which activities are organized. The action plan is updated approximately 
monthly by the chief of party to identify recent and upcoming activities that contribute to the 
satisfaction of particular conditions precedent for the upcoming tranche. The program and 
project activities tend to be focused on specific conditions precedent in the upcoming tranche 
that have not yet been satisfied. With political pressure from the Government of Niger, the 
ambassador, USAID, and Washington to satisfy the conditions precedent in order to disburse 
the program funds, this process takes priority over any longer term planning that might be 
established. 

While the disbursement of funds is important to everyone involved, the priority given to this 
short-term planning horizon is not appropriate for determining the most effective and efficient 
use of program and project resources over the life of the program. This dominance of short- 
term condition precedent satisfaction is one of the problems of having so many conditions 
precedent in the program design. It is also a function of the responsibility placed on the 
International Resources Group team for the satisfaction of the conditions precedent because 
no individual or office in the Government of Niger is specifically responsible or concretely 
provides management of the process of tracking and satisfying the conditions precedent. 

5.1.2. Land Tenure Center 

The focus of the Land Tenure Center's cooperative agreement is on studies to be undertaken 
in collaboration with the Rural Code Committee, which supports the development and 
implementation of a Rural Code (see also the report of the natural resources management 
specialist, Annex K). The Land Tenure Center also accepts responsibility for the design and 
implementation of a system will monitor the progress of the Rural Code process and the 
impact of changes in tenure on the management of natural resources. In addition, the Land 
Tenure Center agrees to train six individuals in land tenure theory and practice (six Nigeriens 
attended a workshop in Mbour Senegal in 1992), assist in incorporating study findings into 
the Rural Code, collaborate with the International Resources Group technical assistance (who 
are responsible for the communication of Rural Code legislation to the rural population and 
for training local authorities), and to assist USAID in drafting conditions precedent for 
tranches 11-IV, related to security of tenure. 
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The Land Tenure Center has either accomplished or has made significant progress on the 
objectives agreed to in the cooperative agreement. A number of studies have been produced, 
and a monitoring system is being designed by the Land Tenure Center research assistant. In 
addition to producing studies, working on a monitoring system, advising the Secrktariat 
Permanent du Code Rural, and serving as the Land Tenure Center representative in Niger for 
administrative purposes, the research assistant has contributed to the efforts to plan the 
popularization of the Code Rural, the organization of workshops on popularization, and the 
impact of the Code Rural, training of the commissions fonciSres, and a regional conference in 
Praia on decentralization and land tenure. 

The Secretariat Permanent du Code Rural is in the process of reviewing the Land Tenure 
Center's studies to assess the recommendations of each study and determine what findings 
warrant being incorporated into the Code Rural process. Individual reactions to the studies are 
quite varied. At one extreme there are individuals who believe that the time for study is past 
and that it is now time to get on to the real work of implementing the Code Rural process. 
On the other side, there are individuals who express regret that only a limited number of 
"superficial" case studies have been done rather than broad studies.that would really explore a 
particular tenure issue in varied regional and ethnic settings. This position irnplicitly'criticizes 
the studies by Land Tenure Center students, who provide most of the detailed information 
available about tenure issues. But at the same time it seeks a broader information base from 
which to determine what issues the Code Rural needs to address. 

The Secretariat Permanent du Code Rural also expressed disappointment that there was not 
more involvement from the Land Tenure Center core staff. Their preference and expectation 
is that the Land Tenure Center staff would periodically visit and provide several months of 
consulting to the Secrktariat Permanent du Code Rural, in addition to supervising students and 
administrating the cooperative agreement. 

The evaluation team received mixed messages from the Government of Niger with regard to 
appreciation of the Land Tenure Center's role in support of the Secretariat Permanent du 
Code Rural and the type of assistance needed. Some of the tension in the relationship between 
the Land Tenure Center and the Secretariat Permanent du Code Rural is apparently related to 
the incident regarding the funding of the mise en valeur study. The Land Tenure Center 
agreed in principle to fund the study and provide an outside consultant, but arrangements 
were progressing more slowly than desired by the Secrktariat Permanent du Code Rural. The 
Secretariat Permanent du Code Rural moved ahead and implemented the study, using local 
consultants without concurrence from the Land Tenure Center. The Land Tenure Center 
refused to fund this study, which did not respect the principles to which they had agreed. 
While the new Permanent Secretary of the Code Rural arrived after this incident, other 
members of the Secretariat Permanent du Code Rural still have very negative feelings about 
this episode, which affect their attitude toward the Land Tenure Center. 

The Secrktariat Permanent du Code Rural wants assistance from the Land Tenure Center to 
continue and, if possible, to expand. The Permanent Secretary thought it would be very useful 
to have a full-time Land Tenure Center advisor in the Secr6tariat Permanent du Code Rural. 
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He solicits the continuation of the Land Tenure Center studies through the intervention of 
students by whatever means possible. 

USAID should consider placing long-term technical assistance in the Code Rural to provide 
advice on an appropriate process for the implementation of the Code Rural and associated 
regulations and on the establishment of the commissions fonci8res test cases. The Land 
Tenure Center is an obvious source for the type of expertise needed. However, it must be 
recognized by all parties that the role of this technical assistance is not to do academic studies 
but to provide advice on the day-to-day planning and implementation of Code Rural related 
activities, particularly on the appropriate establishment and functioning of the commissions 
fonci2res test cases. The results of the efforts of the commissions fonci2res and the traditional 
authorities who are also attempting to apply the new regulations provide a basis for 
monitoring and evaluating the impact of resource tenure reform. 

5.1.3. The International Food Policy Research Institute 

The International Food Policy Research Institute contract provides additional funding for 
supplemental basic research carried out in Niger by the International Food Policy Research 
Institute under the Agriculture Sector Development Grant I contract. The purpose is to further 
exploit the detailed village-level data collected by the International Food Policy Research 
Institute through some additional analyses and a small amount of new complementary 
research to update information on a few critical variables. Of the four agricultural research 
topics in the scope of work, two are related to natural resources management: 

Determinants of land and labor productivity in crop production 
Comparative advantage in crop production across agroclimatic zones 
Use of the commons for food security 
Determinants of investments in soil fertility 

These studies may help determine some variables that are important at the farm level, and this 
in turn may provide ideas about impact indicators; but the studies are not designed or 
intended to monitor impact. The study does not, and was not intended to, repeat data 
collection, which could be compared to the original database. 

5.2. Assessment of the relevancy and role of the technical assistance components of 
the program 

5.2.1. Assessment of the degree to which the institutional advisor meets the terms of 
reference for this position and his or her contributions to the implementation of 
institutional development within the program 

The training and experience of the Gestion, Administration et Rkformes Institutionnelles 
advisor conform well to the range of alternative profiles suggested in the terms of reference. 
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He is an agricultural economist by training, has very advanced computer skills, has done 
extensive training in computer applications, has served as the coordinator for computerized 
management information systems, and has served as advisor in a Planning and Programming 
Directorate in Africa. His training is not in business or public administration, which the 
director of the Direction des ~ t u d e s  et de la Programmation believes would be more 
appropriate for the Gestion, Administration et RCformes Institutionelles position. He does not 
have a background in management and administration per se, which shows up in less 
experience in areas like management by objectives and program budgeting. While he is very 
qualified to do training in computer applications, he does not have experience providing 
training and guidelines on management by objectives and other administrative and 
management techniques. If the Gestion, Administration et RCformes Institutionnelles program 
is to continue, it would be most appropriate to refocus the activities on:' 

a Developing information systems for improving the management of personnel, 
material, and financial resources of the Ministhre de 1'Agriculture et de 
19~levage. The focus should be on establishing improved systems which will 
help the Direction des Affaires Administrative et Financi6re personnel do their 
jobs and which they can and will use. At some point these systems may be 
computerized, but this will depend on the project increasing computer skills so 
that the Direction des Affaires Administrative et Financikre personnel can and 
will use them. 

Providing training and developing guidelines for management by objectives and 
other appropriate administrative and management techniques. Provide 
guidelines and a training module on administrative procedures for personnel in 
line for appointments with administrative responsibilities. Help organize and 
provide guidelines and training to introduce the management by objectives 
concept to personnel throughout the Minist6re de I'Agriculture et de 1 ' ~ l e v a ~ e  
structure. 

With the Gestion, Administration et RCformes Institutionnelles subcomponent reoriented in 
this manner, the terms of reference for the Gestion, Administration et Rdformes 
Institutionelles advisor should focus on administration and management related experience, 
skills, and training. It would seem that someone with a master's degree in business 
administration or in public administration would more likely fit this revised Gestion, 
Administration et Reformes Institutionelles advisor profile. 

The Gestion, Administration et Rkformes Institutionnelles institutional subcomponent of the 
program and project have not achieved the progress desired. While the Gestion, 
Administration et Rkformes Institutionelles design seems to include many unrealistic 

It would be useful and desirable for the Gestion, Administration et Rkformes Institutionnelles advisor to 
work with the Ministhe de 1'Hydrolique et de 1'Environnement to develop the same activities and products. But 
the attempt is only useful if collaboration across ministries becomes radically more effective than it has been to 
date. 
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expectations, progress on those which appear feasible is also slow. Initially, the technical 
assistance tried to use informal arrangements to develop what appears to be a very appropriate 
questionnaire on job descriptions and the training and experience of personnel. Since the 
testing of the questionnaire failed in September and October 1993, the advisor has attempted 
to reorganize and use a formal approach to designing and implementing the studies on human 
potential and assignment policies, and on information systems to improve the management of 
human, material, and personnel resources. Many of the personnel assigned to work on 
designing the terms of reference for the studies on information systems, human resources, and 
assignment policies did not have sufficient experience to contribute effectively to the task. 

International Resources Group and DATEX have experienced delays in recruiting short-term 
technical assistance to implement the two studies on information systems and human 
potential. While the original work plan did not call for the use of consultants to study the 
management information systems of the Ministkre de 17Agriculture et de 17Blevage, a tranche 
II condition precedent does require the development of a terms of reference for this study. A 
similar condition precedent requires a terms of reference for the study on human potential. 
Establishing this terms of reference was included in the original work plan but has not 
progressed any more rapidly. 

The informal approach has been effective in producing results in the Direction de 
l'Environnement, which has funding and from which a senior staff person has been involved. 
Neither the informal nor the formal approach has provided results in the Direction des 
Affaires Administrative et Financikres of the Ministkre de 17Agriculture et de 1 ' ~ l e v a ~ e  and 
the Ministkre de 1'Hydrolique et de liEnvironnement, which have the mandate for this type of 
activity in their respective ministries. In the case of the Direction des Affaires Administrative 
et Financikre of the Minist2re de 1'Hydrolique et de l'Environnement, it may be said that it 
received no funding from the Agriculture Sector Development Grant I1 and so did not have 
the resources available to implement the questionnaire and related personnel study or the 
computer equipment to use the proposed database. This argument does not explain the lack of 
progress in the Direction des Affaires Administrative et Financikre of the Minist6re de 
19Agriculture et de 17$evage, which did receive the Agriculture Sector Development Grant I1 
funding. The Direction des Affaires Administrative et Financikre of the Ministkre de 
17Agriculture et de 17$evage lost three of its four chefs de service in 1993 and several of 
these positions went some time without being filled. This loss and the interim disorganization 
of the Direction des Affaires Administrative et Financikre are two examples of why the 
ministry needs to improve its personnel management. 

While progress to date in the Gestion, Administration et R6formes Institutionelles has been 
slow, false assumptions in the project design, institutional constraints, and administrative 
problems are each as much to blame as the role of the institutional advisor. Given these more 
fundamental problems, replacing the institutional advisor will not resolve the problems of the 
Gestion, Administration et R6formes Institutionelles subcomponent. 
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5.2.2. Assessment of the degree to which the natural resources management advisor 
meets the terms of reference for this position and his or her contributions to the 
implementation of the natural resources management component 

The natural resources management advisor has the requisite qualifications and experience 
called for in the terms of reference. His formal training is in forestry and environmental 
studies and in geography. He spent the last ten years as an advisor in environmental and 
natural resource planning, in both long-term and short-term consulting positions. In consulting 
he worked on numerous National Environmental Strategies and National Environmental 
Action Plans. One requested skill that he does not have is in the area of geographic 
information systems. However, the geographic information system activities proposed in the 
Agriculture Sector Development Grant I1 do not seem appropriate and are under the Gestion, 
Administration et RCformes Institutionelles subcomponent rather than the natural resources 
management component. The advisor's wealth of experience in the design and implementation 
of natural resources management activities appears much more important than the lack of 
geographic information system skills. 

The natural resources management component benefits from the fact that.there is strong 
Government of Niger and donor agreement on the major natural resources management issues 
in Niger, if not necessarily on the best approach to resolve those problems and forms of 
collaboration. In addition to the administrative duties of being chief of party, the natural 
resources management advisor has developed interactions with most of the national and donor 
natural resources management programs and work to facilitate improved management of 
natural resources through these contacts and the Agriculture Sector Development Grant I1 
funding support. He frequently participates in efforts by different entities to define program 
activities and forms of collaboration. This has included promoting natural forest management 
and a changed role for forestry agents in the Ministhre de 1'Hydrolique et de 17Environnement 
of the Direction de 17Environnement, encouraging natural resources management and territory 
management (gestion de terroirs) in the Ministhre de 1'Agriculture et de 1381evage and the 
Cellule de Gestion des Ressources Naturelles, and promoting work on the Rural Code through 
contacts with the Land Tenure Center and the Rural Code Commission. While not much 
progress has been made on the decentralization conditions precedent per se, progress in 
decentralization has advanced so that the conditions precedent no longer appear relevant. 
Many of the other Agriculture Sector Development Grant I1 activities indirectly support or 
contribute to the decentralization of natural resources management. 

5.2.3. Assessment of the degree to which short-term consultants contributed to the 
implementation of the Agriculture Sector Development Grant I1 program and 
project 

Short-term consultants have been helpful in the implementation of studies and the preparation 
and facilitation of workshops. In the Gestion, Administration et Rdformes Institutionnelles 
institutional subcomponent, short-term technical assistance has been helpful in the preparation 
and facilitation of the workshop on management by objectives and in the preparation and 

Tropical Research and Development, Inc. 



facilitation of the workshop on the role of nongovernmental organizations. The technical 
assistance for the management by objectives workshop trained three Nigerien trainers with the 
idea that they would train additional personnel of the MinistBre de 1'Agriculture et de 
l'Elevage in this approach for improving planning capabilities. This training has not yet been 
extended to additional MinistBre de 17Agriculture et de l98levage personnel and may require 
additional technical assistance training input. 

In the natural resources management component, studies completed or underway with short- 
term technical assistance include studies on biological diversity, natural forest management, 
the role of the forester, decentralization, and environmental information systems. The natural 
forest management, the role of the forester, and the environmental information systems studies 
were (or will be) used as the basis for workshop activities. Workshops on environmental 
information systems, the role of the forester, and on economic analysis techniques for the 
management of natural resources are scheduled to be held in June and July 1994. 

Several short-term administrative consultancies helped with the functioning of the program 
and project and the International Resources Group team. Improvements came through analysis 
of the project priorities based on implementation of experience and improvement of the 
administrative procedures in the International Resources Group office in preparation for an 
audit of the International Resources Group contract. 

5.3. Assessment of progress made in the training objectives of the Government of 
Niger's counterparts and in the development of increased capacity within the 
Ministkre de I'Agriculture et de 19~levage 

Neither of the International Resources Group technical assistants have counterparts with 
whom they regularly and systematically associate. Neither technical assistance is presently 
located in the Government of Niger's agency which is responsible for the policies and 
activities that he is supposed to help implement. Nor is there a project staff member learning 
their skills. The institutional and administrative structure of the program does not permit the 
technical assistance to provide on-the-job training to counterparts. The chief of party 
effectively serves as the equivalent of a chef de service in the Direction des Etudes et de la 
Programmation of the Ministkre de 17Agriculture et de l'Elevage. The problem is there is no 
service except for the technical assistance and their small support staff. Any increased 
capacity originating from the Agriculture Sector Development Grant I1 is from the financing 
and facilitation of studies, tours and workshops. The present program and project structure do 
not enable technical assistance to train the Government of Niger's personnel dire~t ly .~ 

The Direction des ~ t u d e s  et de la Programmation liaison officer is often associated with TA activities 
including visits, attendance at conferences, etc., and is therefore receiving training in a number of aspects of 
natural resource management. But the liaison officer is not responsible for implementing any of the natural 
resource management or institutional reform activities. 
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While the primary role of the natural resources management advisor is to help prepare, 
coordinate, and facilitate implementation of a national natural resources management strategy, 
the mandate and responsibilities for these activities is in the Cellule de Gestion des 
Ressources Naturelles, not in the Direction des ~ t u d e s  et de la Programmation where he is 
presently located. The natural resources management advisor interacts with personnel of the 
Cellule de Gestion des Ressources Naturelles but not on a basis which would promote the 
learning and transfer of skills. 

Responsibility for the administration and management of the personnel, equipment, and 
financial resources of the Ministhe de l9Agriculture et de 17~levage resides primarily in the 
three services in the Direction des Affaires Administrative et Financikre, not in the Direction 
des Etudes et de la Programmation where the institutional advisor is located. To date, the 
program and project have been unable to establish an effective means for the institutional 
advisor to work with personnel in these services. The Gestion, Administration et RCformes 
Institutionelles activity is only useful if people are trained to implement and use the improved 
management and administrative procedures. The management by objectives workshops were 
well received, but only about sixty highly placed personnel in the Ministkre de 1'Agriculture 
et de l9E1evage and the Ministkre de 19Hydrolique et de 19Environnement benefitted fi-om this 
training (of 2,900 personnel in the Ministkre de 1'Agriculture et de 1781evage and an estimated 
4,200 personnel in the two ministries). The Gestion, Administration et RCforrnes 
Institutionelles component must increase its training effort drastically to have any impact on 
developing increased management and administrative capacity within the Ministkre de 
1'Agriculture et de l9~1evage. 

To date, the role of the International Resources Group computer specialist with the Gestion, 
Administration et RCformes Institutionelles subcomponent has been largely as a computer 
technician for the Direction des Etudes et de la Programmation and the Direction des Affaires 
Administrative et Financikre of the Ministkre de 19Agriculture et de 19$evage. Limited 
training in basic computer skills was provided. It appears this position might serve an 
important role if it were reoriented toward offering additional training in basic computer skills 
and specific computer applications. 

5.4. Assessment of plans to train farmers through study tours and exchanges 

This is a very valuable extension technique, but the Agriculture Sector Development Grant I1 
is not involved in extension. The Agriculture Sector Development Grant I1 has no direct field- 
level activities, i.e., no direct contact with farmers, villagers, herders, and the like. In the 
future, the program will indirectly sponsor field-level activities through the subcomponent 
which funds nongovernmental organizations, associations, and other local institutions. 

It is a technique that might be encouraged among these local institutions by informing 
potential grant applicants that requests for such funding would be viewed favorably. Use of 
the Agriculture Sector Development Grant I1 funding for technical services to promote visits 
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by local populations to promising natural resources management activities might be discussed 
with the Sous-ComitC de DCveloppement Rural or with the Comitk Technique Interministiriel. 

7. Institutional Component - the Gestion, Administration et RCformes 
Institutionelles 

The Gestion, Administration et Rkformes Institutionelles institutional subcomponent of the 
project is the most problematic in terms of strategic fit in the program, appropriateness of the 
conditionalities, and implementation. The program design strategy was to use a combination 
of policy reform and institutional strengthening to address constraints and lead to an 
improvement of service delivery at the field level. It is not possible to achieve many of the 
policy objectives that the Gestion, Administration et RCformes Institutionelles subcomponent 
was designed to address, particularly within the life of the project even if extended. 
Improvements can be made in the Ministkre de 1'Agriculture et de 1 ' ~ l e v a ~ e  administrative 
and management procedures, but these will not fundamentally change the policies in question, 
like incentives, promotion, and selection for training by performance, program budgeting 
which balances operating budgets and programs some balance of funding by region i?ind 
subsector. With little chance of achieving the assigned policy objectives, the Gestion, 
Administration et Rkformes Institutionelles subcomponent becomes a project subcomponent 
grafted on to a policy program. It is not promising as a project activity given the problems 
already experienced in the Gestion, Administration et Rkformes Institutionelles, and other 
donor programs addressing the technical services of the Ministkre de 1'Agriculture et de 
1 '~ l eva~e .  

7.1. Implementation problems 

The institutional advisor is specifically assigned to serve as the advisor to the directors of the 
Direction des etudes et de la Prograrnrnation and the Direction des Affaires Administrative et 
Financikre of the Ministkre de 19Agriculture et de 1 ' ~ l e v a ~ e  on matters of policy reform, 
economic analysis, information systems, personnel management, and special studies. While 
these activities are equally relevant to the Ministkre de I'Hydrolique et de 19Environnement, 
the Direction de la Plannification der Etudes et de Programmation and the Direction des 
Affaires Administrative et Financikre of the Ministkre de 1'Hydrolique et de 1'Environnement 
were not allocated any funds from tranche IA of the Agriculture Sector Development Grant I1 
by the Minist6re de 1'Hydrolique et de I'Environnement and have limited means to implement 
such activities. Initially, focusing the activities in a single ministry until results were produced 
may have been a good idea. Among other reasons, it is not evident that a program in a 
directorate of one ministry can easily work with another directorate, to say nothing of 
directorates in another rnini~try.~ For example, the program and project have not yet 
established an effective means for the institutional advisor to work with personnel in the 
personnel, equipment, and financial services of the Direction des Affaires Administrative et 

Program designers expected the two ministries to be reunited in a single Ministry of Rural Development. 
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Financikre of the Ministkre de 19Agriculture et de lY~levage. Until these types of 
administrative problems are resolved, expanding the program into more administratively 
distant institutional settings does not seem appropriate. 

The basic management information systems and the human potential activities largely fall 
under the mandate of the Direction des Affaires Administrative et Financikres. Unfortunately, 
the Direction des Affaires Administrative et Financikre of the Ministkre de 1'Agriculture et de 
lTElevage lost three of its four experienced chefs de service in 1993 and several of the 
positions went unfilled for a number of  month^.^ This disorganization of the Direction des 
Affaires Administrative et Financikre and the lack of any structured relationship between the 
Gestion, Administration et Rkformes Institutionelles advisor and the Direction des Affaires 
Administrative et Financikre services, make it difficult for the Gestion, Administration et 
Rkformes Institutionelles advisor to find personnel with whom to work effectively. It is 
particularly difficult to implement the Gestion, Administration et Rbformes Institutionelles 
activities under these conditions without assigned counterparts. The evaluation team received 
indications that one or two of the present chefs de service in the Direction des Affaires 
Administrative et Financikre of the Ministkre de 1'Agriculture et de l9~1evage are considering 
leaving the Direction des Affaires Administrative et Financikre. Such turnover of key 
personnel does not bode well for the implementation of the Gestion, Administration et 
R6formes Institutionelles subcomponent, or for the effective functioning of the directorate 
which is responsible for administrative affairs and personnel. It does serve as an example of 
why the Ministkre de 1'Agriculture et de 19$evage needs better personnel management. 

The Gestion, Administration et Rbformes Institutionnelles approach to improving the delivery 
of technical services at the field level is being overtaken by events because other donors have 
introduced programs which will produce broader and more fundamental changes in service 
delivery. The World Bank-financed Reform of the Agricultural Serviced Program and the 
National Agricultural Research Program projects are a first step in the complete restructuring 
of agricultural extension and research in Niger, assuming that the World Bank-financed 
programs follow patterns established in numerous African countries. These are complimented 
by the World Bank-financed Gestion des Ressources Naturelles program which will change 
the organization of village level development activities and the relationship between technical 
services and villagers. These programs will have a much more fundamental effect on 
restructuring service delivery than the management and administrative changes addressed by 
the Agriculture Sector Development Grant 11. The French Cooperation-financed PASA 
activities are also intended to address institutional changes in the Ministkre .de 17Agriculture et 
de 17~levage with the contribution of several expatriate advisors. In fact, the management and 
administrative changes envisioned in the Gestion, Administration et Reformes Institutionelles 
component would seem to be more strategically related to these programs of other donors 
than to the other aspects of the Agriculture Sector Development Grant 11. At a minimum, the 
Gestion, Administration et Rkformes Institutionelles program should collaborate with these 
donor programs. 

With the establishment of the Service Juridique et du Contentieux the Direction des Affaires 
Administrative et financi&re now has five chefs de service. 
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7.2. Design problems 

Conditionalities impose a whole list of high-tech, computerized management, and 
administrative tools on the Ministry of Agriculture, but in many cases the ministry does not 
control the policies and procedures which the program was expected to change: 

Salary is based on grade and years of service, not performance. Grade and promotion 
are based on formal degree training, not on performance. These policies are 
established globally for the Government of Niger by the civil service Ministhe de la 
Fonction Publique. 

Access to degree training follows policies established in the civil service and the 
Ministry of Finance and Plan. 

Hiring of graduates from university and technical institutions is done under political 
pressure and ministries have little control over the quality of the students they receive. 

The Government of Niger faces a financial crisis and does not have the resources 
necessary to meet ministry requests for operating budgets, given other priorities and 
constraints. Planning an appropriate balance between operating and investment budgets 
at the ministry level will not change the national priorities and constraints, or result in 
a budget allocation that respects this balance. Allocations from the national budget are 
controlled by the Minist6re de Finance et Plan and the National Assembly. 

The national budget is also heavily influenced by the fact that donors provide about 
ninety-five percent of the investment budget, and in some cases an important part of 
the operational budget in project activities. But donors often expect the Government of 
Niger to finance varying portions of the operating budget of the investment programs 
and projects which the donor finances. They tend to not consider the financial burden 
that funding operating budgets in all the projects combined places on the Government 
of Niger. Examples are easy to find. Even USAID, while insisting that the 
Government of Niger and the MinistGre de lYAgriculture et de 17~levage use program 
budgeting through a condition precedent in the Agriculture Sector Development Grant 
11, does not necessarily balance the operating budgets and investment budgets of other 
projects in its portfolio. 

The introduction of administrative and management tools in the Ministkre de 1'Agriculture et 
de l ' ~ 1 e v a ~ e  and perhaps in the MinistGre de 1'Hydrolique et de 19Environnement are not 
likely to change the Government of Niger-wide policies controlled by other ministries. Yet 
the project design assigns the Gestion, Administration et RCformes Institutionelles 
subcomponent the task of changing these policies and conditions precedent require that they 
be changed to disburse the final tranches of the program funds. Whether or not the Gestion, 
Administration et RCformes Institutionelles continues, these unachievable policy objectives 
and related conditions precedent must be discarded. Under the revised approach, all of the 
conditions precedent for tranches two to four should be eliminated. A few of these conditions 
precedent, such as setting up a geographic information system, could theoretically be 
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accomplished, but are not appropriate and should not be pursued.6 It would still be useful to 
do the studies on (1) information systems for the administration and management of human, 
material, and financial resources, and (2) human potential and assignment policies. However, 
expectations of what will follow from the studies must be radically revised. 

7.3. A revised Gestion, Administration et Rhformes Institutionelles 

The Gestion, Administration et RCformes Institutionelles subcomponent will not have the 
policy impact for which it was originally designed. It could be revised as a project activity to 
pursue the objective of introducing administrative and management procedures, tools, and 
training which help the MinistGre de 17Agriculture et de 19~levage move toward improved 
administration and management of personnel, material, and financial resources. Any continued 
Gestion, Administration et RCformes Institutionelles activities should be reoriented toward the 
training of basic administrative and management procedures and tools. To have any chance of 
success, the institutional and administrative context must be revised to improve the 
implementation environment. The program and project must establish a situation in which the 
Gestion, Administration et Reformes Institutionelles advisor has meaningful interaction with 
those services responsible for administrating and managing ministry personnel, equipment, 
and finances. It must also drastically broaden its training program. 

While the ministry is unlikely to achieve program budgeting, almost everyone in the ministry 
can benefit from an introduction to management by objectives and training on how to prepare 
a realistic annual work plan. The focus should be on improving basic administrative and 
management skills, and not necessarily on using high-tech, computerized tools. Computerized 
databases may well be appropriate, but first, the Gestion, Administration et RCformes 
Institutionelles needs to ensure that there is an effective administrative and management 
system, and that people know how to use it. The Gestion, Administration et RCformes 
Institutionelles should support training programs and the development of guidelines for a 
number of basic administrative and management programs: 

. An introduction to management by objectives and training on how to develop 
annual work plans which are realistic both in terms of objectives to be 
achieved and the resources necessary to accomplish them. 

Training on administrative and management procedures for personnel recruited 
for or appointed to posts with administrative responsibilities. In many cases, 
ministry personnel appointed as a regional or national chef de service receive 
no training in the administrative procedures which they are expected to use. A 
training module accompanied by a handbook on administrative and 

Several geographic information systems already exist and the World Bank financed Programme National 
de Gestion des Ressource Naturelles project will fund detailed geographic information systems and remote 
sensing activities related to the Gestion des Terroirs program. 
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management procedures would allow personnel to learn their jobs much 
quicker. 

Assist personnel in developing administrative and management tools to help 
them perform assigned tasks and that are related to their skill levels. 

Training in basic computer skills and specific computer software applications, 
like spreadsheets and databases. 

Help personnel with computer skills to develop computerized tools to help 
them do their jobs and which they will be able to use whatever their level of 
sophistication. Personnel should be involved in tool design and not have high- 
tech, incomprehensible, tools imposed on them. 

The revised Gestion, Administration et Rtformes Institutionnelles is a project activity and will 
require the use of personnel in addition to the Gestion, Administration et Rtformes 
Institutionelles advisor to implement the activities. To have any real impact on the 2,900 
personnel in the Ministkre de 1'Agriculture et de l ' ~ l e v a ~ e ,  a training-of-trainers appfoach 
will have to be used. The advisor can train trainers and help develop guidelines or handbooks, 
but other trainers will be needed to help spread the skills throughout the ministry. This will 
probably require that the project pay salaries and provide transportation for a number of these 
trainers. The Direction des Affaires Administrative et Financihre has the mandate for these 
types of activities as well as for training within the ministry, but it is not clear that the 
Direction des Affaires Administrative et Financikre presently has the capacity to implement 
this broader training program. It is likely that the first year would be spent training Direction 
des Affaires Administrative et Financihre and project personnel to perform this function. For 
this training to be effective, there would need to be assurances that the rapid turnover and 
recent disorganization of the Direction des Affaires Administrative et Financihre of the 
Ministkre de 1'Agriculture et de 19~levage be resolved. 

This reorientation of the Gestion, Administration et RCformes Institutionelles activity would 
require a revision of the terms of reference for the Gestion, Administration et RCformes 
Institutionelles advisor. For the type of program described above, the advisor would need a 
background in basic administrative and management procedures, tools, and training. This 
would most likely be found in a candidate with experience in public administration or 
business administration. The skills required would be in the area of analysis of existing 
administrative and management procedures and identifying ways to improve them, using 
procedures and tools that the personnel are capable to use. 

The original conditions precedent related to the Gestion, Administration et Rtformes 
Institutionelles subcomponent should be discarded. If conditions precedent are used for this 
project activity, they should relate to assigning counterparts from the personnel, equipment, 
and financial services and other Direction des Affaires Administrative et Financihre personnel 
to work with the Gestion, Administration et Rtformes Institutionelles advisor. This should 
apply to both the Direction des Affaires Administrative et Financihre of the Minisere de 
I'Agriculture et de 1 ' ~ l e v a ~ e  and the Direction des Affaires Administrative et Financihre of 
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the Ministkre de 1'Hydrolique et de 17Environnement if there is any expectation that the 
advisor will attempt to work in both ministries. 

This revision may reject some of the specific tools suggested by Jonathan Smith, but in fact 
returns to the basics of his proposed general strategy: 

"The activities seek to give particular emphasis on building, and leaving in place, a 
small cadre of professionals skilled in organization and methods, personnel 
management, training, and human resources information systems. These national 
experts would be the front-line, hands-on experts who would work with their 
ministries under technical guidance to implement and ensure sustainability of the 
management systems improvements envisioned in the proposals. While the activities 
would be developed throughout the ministries' technical services, they would also be 
directly affiliated to the ministries' strengthened personnel administration offices, since 
so many of the development areas that must necessarily be dealt with are personnel 
and operations management systems in which the Direction des Affaires 
Administrative et Financikre should be key participants." 

7.4. Could the project be more effective in promoting institutional policy reform if its 
location within the government were changed? 

The Government of Niger's structure consists of powerful directorates that are severely 
isolated from each other even within the same ministry. In addition, heavy, formalistic 
administrative arrangements are typically required for most activities. It is evident that the 
program and project have failed to place the institutional advisor in an institutional 
environment that resulted in successful collaboration with other directorates in the Ministkre 
de I'Agriculture et de 13~levage or in the Minisdre de 1'Hydrolique et de I'Environnement. 
The one exception .is the productive collaboration which the institutional advisor established 
with the Direction de 1'Environnement of the Ministkre de 1'Hydrolique et de 
1'Environnement. This relationship seems to have been successful because the Direction de 
1'Environnement assigned a very capable senior officer to work with the institutional advisor 
on the inventory of job descriptions and human resource potential. In effect, this is the only 
Government of Niger service which has assigned something approaching a counterpart to 
work with and learn from the institutional advisor. 

The Direction des Affaires Administrative et Financikre of the Ministibe de I'Agriculture et 
de 1 ' ~ l e v a ~ e  appears to be the most appropriate location for such activities, but it is not an 
attractive target in because of its recent history of personnel turnover and disorganization. It 
would also be appropriate to provide similar training in the Direction des Affaires 
Administrative et Financikre of the Minist2re de 1'Hydrolique et de 17Environnement. 
Conditions precedent might be used to ensure that counterparts and others in the Direction des 
Affaires Administrative et Financikre personnel are assigned to work with the Gestion, 
Administration et RCformes Institutionelles advisor from both ministries. 

- 
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7.5. Recommendations concerning the Gestion, Administration et Rkformes 
Institutionelles institutional subcomponent of the program 

USAID should consider several options for the future of the Gestion, Administration et 
RCformes Institutionelles institutional subcomponent: 

Eliminate the Gestion, Administration et Rtformes Institutionelles subcomponent of 
the Agriculture Sector Development Grant 11. The policy objectives and conditions 
precedent cannot be achieved and the Gestion, Administration et Rkfonnes 
Institutionelles will not have a significant policy impact. Programs of other donors will 
provide a more fundamental restructuring of the technical services and do more to 
improve service delivery at the field level than was envisioned in the Agriculture 
Sector Development Grant 11. The Gestion, Administration et RCformes Institutionelles 
has had implementation problems. The Direction des Affaires Administrative et 
Financisre of the Ministsre de 17Agriculture et de l7~1evage, the targeted institution, 
has a recent history of personnel turnover and disorganization with indications that this 
problem has not been resolved. The revision of the Gestion, Administration et 
RCformes Institutionelles implies the need for a different combination of skills than 
those possessed by the present Gestion, Administration et RCformes Institutionelles 
advisor. 

Revise the Gestion, Administration et RCformes Institutionelles subcomponent as a 
project activity located in the Direction des Affaires Administrative et Financikre of 
the Ministkre de 19Agriculture et de l9~1evage: 

. Provide training and develop guidelines for management by objectives 
and other appropriate administrative and management techniques. 
Provide a handbook and a training module on administrative procedures 
for personnel in line for appointments with administrative 
responsibilities. Help organize and provide guidelines and training to 
introduce the management by objectives concept and improve annual 
work plans throughout the Ministsre de 1'Agriculture et de l9~1evage 
structure. 

. Develop information systems for improving the management of 
personnel, material and financial resources of the Ministsre de 
1'Agriculture et de l'$evage. The focus should be on establishing 
improved systems that will help the Direction des Affaires 
Administrative et Financisre personnel do their jobs. At some point 
these may be computerized, but this will depend on the project being 
able to increase computer skills so that the personnel of the Direction 
des Affaires Administrative et Financisre personnel would be able to 
use them. 

. Establish conditions precedent which require (1) the Government of 
Niger to provide the Gestion, Administration et RCformes 
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Institutionelles advisor with counterparts in the personnel, equipment, 
and financial services of the Direction des Affaires Administrative et 
Financikre of the Ministkre de 19Agriculture et de l9~levage (and the 
Ministkre de 1'Hydrolique et de I'Environnement), (2) the Government 
of Niger to agree to provide personnel to serve as full-time trainers for 
the implementation of the Gestion, Administration et Reformes 
Institutionelles training throughout the Ministkre de 1'Agriculture et de 
17~levage and the Ministkre de 19Hydrolique et de 17Environnement. If 
USAID wants the advisor to try to operate within the Ministkre de 
1'Hydrolique et de I'Environnement, a separate condition precedent 
should require a formally signed accord between ministries that would 
allow the advisor to work directly with both directors of the Direction 
des Affaires Administrative et Financi6re. 

Establish a new terms of reference for the Gestion, Administration et 
Rdformes Institutionelles advisor. Ask for formal training in business or 
public administration and experience in analyzing existing 
administrative and management systems and designing improvements. 
The advisor will be expected to implement programs in basic 
administrative and management procedures, tools, and training. The 
advisor should have basic computer skills, but can call on a short-term 
consultant if a need develops to design a sophisticated database. 

8. Participation of nongovernmental organizations and other rural institutions in 
natural resources management 

8.1. Background to the role of nongovernmental organizations in Niger 

Nongovernmental organizations play a more limited role in rural development in Niger than 
in many neighboring countries. Historically, restrictions were placed on nongovernmental 
organizations contacts and activity at the grassroots level. Until 1988, indigenous 
nongovernmental organizations were banned. Until 1989, all activities of foreign 
nongovernmental organizations had to receive written, advance approval of the Ministry of 
Finance and Plan. Only since 1988-1989 has there been a significant development of 
indigenous or international nongovernmental organizations activities. At present, only a few 
indigenous nongovernmental organizations are well established and have active programs with 
rural inhabitants. However, the number of nongovernmental organizations is growing rapidly. 
The Service des Organisations Nongovernemental statistics indicate that there are now eighty- 
eight recognized indigenous nongovernmental organizations and sixty-five international 
nongovernmental organizations operating in Niger. The potential exists for nongovernmental 
organizations to take on an important role in rural development, much like they have in 
neighboring countries. This potential will take some time and effort to develop. 
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The existing capacity of indigenous nongovernmental organizations and other local, private- 
sector organizations to manage and use program funding is much smaller than in neighboring 
countries. A strong emphasis needs to be placed on institutional development to increase this 
capacity and help ensure that the Agriculture Sector Development Grant I1 funds are used 
effectively. 

8.2. Nongovernmental organizations institutional setting 

Past restrictions severely limited the development of community-based nongovernmental 
organizations or associations. Many indigenous nongovernmental organizations started as local 
partners of foreign nongovernmental organizations, but there has been only a limited period in 
which such local partnerships could operate at the grassroots level. Most indigenous 
nongovernmental organizations were created in the capital and have their offices there. In the 
past, these "national" nongovernmental organizations were more likely to receive government 
approval. Even now, most nongovernmental organizations look to receive funding from the 
Government of Niger, donors, or other international partners and find that location in the 
capital is generally necessary to have access to these funding opportunities. Many have no 
field level activities or presence but hope to attract funding which will allow them to initiate 
programs with rural inhabitants. Some of these nongovernmental organizations consist of little 
more than an individual with a post office box and some initiative. 

The Direction de DCveloppement RCgional of the Ministry of Finance and Plan, and 
particularly its Service des Organisations Non-Governemental, is responsible for the 
promotion and supervision of nongovernmental organizations. It both serves as the liaison 
between nongovernmental organizations and other Government of Niger services and is 
responsible for arranging audits of the use of the Government of Niger's grants to 
nongovernmental organizations. Nongovernmental organizations must be authorized by the 
Ministry of Finance and Plan, in particular because authorization as a nongovernmental 
organization includes the right to import goods duty free. Some people speculate that the right 
to import duty free goods is the major reason for the rapid growth in the number of 
nongovernmental organizations. 

Niger does not have an umbrella nongovernmental organization which is supported by the 
government and open to all nongovernmental organizations. The Service des Organisations 
Non-Governemental helped establish, and works with, the Groupement des Aides Privkes. 
This nongovernmental organization collective serves as a secretariat to provide shared services 
to its members. The Groupement des Aides Privkes does not receive government budget 
support and membership requires a payment of 100,000 Franc Comrnunaut6 Financihre 
Africaine per year. The Groupement des Aides Privkes membership consists of the larger, 
better established nongovernmental organizations because this fee, recently reduced from 
250,000 Franc CommunautC Financih Africaine per year, is prohibitive to emerging 
nongovernmental organizations. The Groupement des Aides Privks serves as a liaison to the 
nongovernmental organizations community, but there has been some discontent expressed by 
smaller nongovernmental organizations that only wealthy, well-established nongovernmental 
organizations can afford to become members. At least part of this displeasure is based on a 
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belief that size, experience, and membership all confer an advantage in the competition for 
funding, and the status quo leaves small nongovernmental organizations at a distinct 
disadvantage. 

The Groupement des Aides Privies established a cellule to provide training, information, and 
institutional support services which are available to any nongovernmental organizations, 
whether or not a member. Both the Groupement des Aides Privhes and the Direction de 
Dkveloppment Rkgional suggests that the grants management unit support the Groupement 
des Aides Privies, and particularly, the cellule for training, information, and institutional 
support. This appears to be the most appropriate existing channel for providing support to 
nongovernmental organizations and other local, private organizations for institutional 
development. 

8.3. The regulatory, administrative, and funding environment for nongovernmental 
organizations and local, private-sector organizations 

Because of the history of restrictive regulations above, the project design-was very concerned 
with the lifting of these regulatory constraints so that nongovernmental organizations and 
other private, local organizations could operate more freely. A law (No. 9 1 006) of 1991 and 
a decree (Number 92/292/PM/MP/P) have modified the 1984 law (Ordonnance Number 84 
06) which was considered a constraint on the role of nongovernmental organizations. These 
changes in the regulations are not well known by either nongovernmental organizations or 
government service personnel. However, the commission which reviewed regulations 
governing nongovernmental organizations during the nongovernmental organizations 
workshop held in February 1994, concluded that the regulations are no longer a constraint and 
do not need to be modified further. The commission report indicates that present problems are 
due to a lack of knowledge of the new regulations, insufficient application, and incorrect 
interpretation. It appears that these regulations need to be made available and popularized, 
much as is planned for the Code Rural. 

Another problem, not addressed by the workshop commission, is that of attitudes toward 
nongovernmental organizations. Many government personnel in technical services with field 
level activities perceive nongovernmental organizations and other local private organizations 
as competitors rather than collaborators. Many of these personnel express the belief that one 
reason the budgets of the technical services are so limited is because donors and the 
Government of Niger switched some of their funding from the technical services to 
nongovernmental organizations. While the official government policy is to encourage 
nongovernmental organizations and local private institutions, it is not evident that this policy 
is as yet generally accepted and implemented. 

A number of donor organizations provide support for the activities of nongovernmental 
organizations and other private local institutions. In fact, there is a risk of too much money 
chasing too few operational and effective indigenous nongovernmental organizations. The 
United Nations Development Program and Coopiration Canadienne provided support for 
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training and the institutional development of nongovernmental organizations. The World Bank 
plans to encourage nongovernmental organizations and local, private institutions to organize 
local populations in the implementation of the gestion de terroir activities of the new Gestion 
des Ressources Naturelles project. With hundreds, and eventually thousands, of villages to be 
organized, this may be the most important reason and opportunity to expand the role of 
nongovernmental organizations and local, private-sector organizations in natural resources 
management. 

8.4. The effects of natural resources management policy reform at the field level 

It was recognized in the project design that policy reform would often take a number of years 
to have an impact at the field level. The Agriculture Sector Development Grant I1 project has 
been effectively operational only a little more than a year, at the time of this midterm 
evaluation. Due to the delay in satisfying the conditions precedent for tranche IB which funds 
the nongovernmental organization subcomponent, and in contracting for the grants 
management unit, the nongovernmental organization subcomponent of the Agriculture Sector 
Development Grant I1 program and project have not yet started. A monitoring and eiraluation 
program also has not been established. Therefore, the program and project do not yet have a 
field-level component and there is as yet no direct feedback to the Agriculture Sector 
Development Grant I1 concerning the effects of natural resources management policy reform 
at the field level. 

In its brief field visits, the evaluation team identified a few indications of policy impact at the 
field level. Perhaps the most pervasive natural resources management activity seen on the 
field trips is use of soil and water conservation techniques, including the reclamation of 
degraded areas. Numerous donor and nongovernmental organizations projects, such as 
CoopCration Canadienne, UNSO, International Fund for Agricultural Development, Italy, 
Africare, Sudan Interior Mission, etc., are sponsoring these activities. While not based on a 
specific policy, there is coordination of project orientation and recognition that in Niger soil 
and water conservation is an essential element of national natural resources management 
strategy. 

Another activity related to one of the priority areas of implementation is that of planting trees 
in farmers' fields, which is related to the role of foresters. Villagers interviewed in Dosso said 
that farmers are now willing to let trees grow in their fields since foresters no longer fine 
them when they are harvested. Some increase of trees in fields was a technology evident in 
all of the gestion de terroir activities visited. The Sudan Interior Mission project focuses on 
these agricultural parkland activities. While some farmers in some villagers have increased the 
number of trees in their fields significantly, others have not. They believe that where the 
numbers of trees in fields have not increased, the technology is constrained by resource tenure 
issues. 

These visits also demonstrated that women were very much involved in natural resources 
management activities. One of the important activities in the Dosso area is dry season 
vegetable gardening by women. Projects and nongovernmental organizations have fenced 
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areas and sunk wells to facilitate this activity. While not reducing women's workloads, it 
certainly provides an important economic opportunity. 

8.5. The grants management unit institutional setting 

The evaluation team believes that the nongovernmental organization and private-sector 
subcomponent has important potential to encourage natural resources management activities 
and local participation. The grants management unit will be responsible for the management 
of this important effort. It will be very important to establish an appropriate institutional and 
administrative environment for the grants management unit. Experience to date indicates that 
organizations trying to promote nongovernmental organizations and private-sector activities 
need very streamlined administrative procedures to be effective. The small, inexperience 
organizations which are numerically dominate among Niger's nongovernmental organizations, 
cannot handle a lot of bureaucracy or long delays in funding decisions. It is critical that the 
program and project identify an administrative setting which will allow simple administrative 
procedures and rapid response. 

Within the Government of Niger, the dominant opinion is that the grants management unit 
should be located in the Service des Organisations Non-Governemental, the Direction de 
Developpment RCgional, and the Ministry of Finance and Plan. The evaluation team is 
concerned that this institutional location of the subcomponent will cause severe, and 
potentially crippling, administrative problems. Administrative problems, particularly when 
trying to work with other directorates or other ministries, have hindered progress in the 
natural resources management and the Gestion, Administration et RCformes Institutionelles 
components to date. Administrative problems have prevented beneficiaries from accessing the 
remaining tranche IA funds provided by the Agriculture Sector Development Grant I1 for over 
six months. The MinistCre de Finance et Plan seems to have serious organizational problems, 
be less knowledgeable about the Agriculture Sector Development Grant I1 program, and be 
less engaged than the Minist2re de 17Agriculture et de l9~1evage and the Ministkre de 
1'Hydrolique et de 1'Environnement. Resolving administrative problems to improve the 
implementation and effectiveness of the program and project, would seem to require the same 
type of attention as that presently focused on the financial blockage. 

Problems with regard to administrative arrangements for project components and their 
respective technical assistance have constrained the program and project effectiveness, even 
though they are located in the Minist2re de 1'Agriculture et de 1 '~ l eva~e .  It appears that a 
major project subcomponent in a different ministry will be a much bigger administrative 
problem. The reason for locating the grants management unit in the Service des Organisations 
Non-Governemental, the Direction de DCveloppment Regional, and the Ministry of Finance 
and Plan is that it has the responsibility and mandate to promote and supervise 
nongovernmental organizations. But this is only appropriate if the administrative problems can 
be resolved. A slow and bureaucratic grants management unit cannot achieve the project 
objectives. 
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With the overall project tutelle in the MinisBre de I'Agriculture et de l9$evage and the grants 
management unit subcomponent in the Ministry of Finance and Plan, it is difficult to see how 
it can avoid being slow and bureaucratic if formal administrative procedures between 
ministries and signatures are required to approve grants management unit actions. If the grants 
management unit is to be located in the Ministry of Finance and Plan, steps must be taken to 
reduce the administrative hassle. This might take the form of an accord between the program 
and project and the Ministry of Finance and Plan which gives the grants management unit a 
large measure of autonomy. The grants management unit needs to be able to contact and be 
contacted by nongovernmental organizations and local, private institutions, without requiring 
communications to pass through either ministry, or signatures of ministry officials. A small 
management committee could be established with responsibility to review and approve the 
grants management unit work plan, grant criteria, and grantees se~ected.~ The grants 
management unit would provide informational memorandums about activities to the Service 
des Organisations Non-Governemental, the Direction de Dkveloppment Regional, and to the 
Agriculture Sector Development Grant I1 national coordinator. 

An alternative would be to associate the grants management unit with the Groupement des 
Aides PrivCes. As mentioned above, the grants management unit will need to work with the 
Groupement des Aides PrivCes training and information cellule. It is the logical institutional 
base for the training, information, and technical assistance activities for which the grants 
management unit will be responsible. In this manner, the grants management unit can hope to 
institutionalize the training, information, and technical assistance activities so they will 
continue after the contract ends. The Groupement des Aides Privees has the potential, but 
does not at this time have the actual capacity to be the primary partner for the grants 
management unit and the nongovernmental organizations and private-sector program. This is 
probably equally true of the Service des Organisations Non-Governemental and the Direction 
de D6veloppment Regional. With a large measure of autonomy and the Groupement des 
Aides Privees as the institutional location, it should be possible to establish a grants 
management unit with very streamlined administrative procedures. This may well mean the 
difference between success and failure of the nongovernmental organizations and private- 
sector subcomponent. 

A third alternative would be to locate the grants management unit in an Agriculture Sector 
Development Grant I1 program office. Using this approach, the grants management unit would 
be responsible to the International Resources Group chief of party and the national program 
coordinator. Internalizing the administration within the program could greatly reduce the 
necessary administrative procedures. However, it would distance the grants management unit 
from the institutions which are responsible for and provide the liaison with nongovernmental 
organizations. This isolation might reduce its effectiveness. The program and project may 
have to consider the trade-off between administrative efficiency and being located in 
institutions mandated with nongovernmental organizations and private-sector responsibilities. 

Such a committee might consist of 1 representative each from Direction de DBveloppement RBgional of 
the Ministry of Finance and Plan, USAID, Groupement des Aides PrivBes, an indigenous nongovernmental 
organization and an international nongovernmental organization. 
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8.6. Possibility of the grants management unit team managing all of the counterpart 
funds 

Management of the nongovernmental organization and private-sector funds and subcomponent 
activities will be a major undertaking. It is doubtful that a grants management unit team of 
the size and composition envisioned in the scope of work could effectively implement the 
nongovernmental organizations and private-sector subcomponent and also manage the other 
counterpart funds. If a project team managed these fund, USAID financial management 
procedures would have to be followed. This requires an accounting system which provides a 
paper trail for every final expenditure. The accounting alone would require a financial 
manager with international qualifications and a staff of several accountants. There is still hope 
that the administrative constraints can be resolved so that the grants management unit can be 
located in the Service des Organisations Non-Governemental and the Direction de 
Dkveloppement RCgional or in the Groupement des Aides Privkes. Responsibility for the 
counterpart funds would seem to imply the projectization of the Agriculture Sector 
Development Grant I1 program, and constrain the grants management unit to being located in 
an International Resources Group project office. 

10. Institutional location of the Agriculture Sector Development Grant I1 in the 
Government of Niger's structure 

10.1 Background 

There is little analysis in the program assistance approval document and the project paper and 
related background papers of the appropriate location or attachment of the Agriculture Sector 
Development Grant I1 program and its project components within the Government of Niger's 
structure. The only specific reference under program implementation was to name the 
Ministry of Finance and Plan as the official executing agency for the Government of Niger, 
and require that it establish a steering committee. The Ministry of Finance and Plan's primary 
role is identified as coordination and being responsible for the compilation and transmission 
to USAID of all official reports required under the program. The Minist2re de 1'Agriculture et 
de 19$evage was given responsibility for the development and implementation of changes in 
resource tenure systems, and identified as the main focus of institution-building and 
institutional reform efforts. The program and project grant agreements provide no further 
information on the institutional location of the program and project components. The first 
official document which indicates an institutional location is the International Resources 
Group contract. It provides no explanation of why the Direction des ~ t u d e s  et de la 
Programmation of the Ministkre de 1'Agriculture et de 19Elevage was chosen to provide 
administrative supervision of the program and project or why the technical assistant was 
placed there. The contract states that the two technical assistants will work in the Direction 
des ~ t u d e s  et de la Programmation of the Ministkre de 1'Agriculture et de l'$evage with the 
natural resources management advisor serving as an advisor to the Direction des ~ t u d e s  et de 
la Programmation director and the management or administration advisor serving as an 
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advisor to both the Direction des ~ t u d e s  et de la Prograrnmation and the Direction des 
Affaires Administrative et Financikre Directors. Amoul Kinni (1994) notes that firms bidding 
on the Agriculture Sector Development Grant I1 project presented very different institutional 
arrangements, revealing that the request for proposal lacked guidance on an appropriate 
institutional location for the program and project. 

The PAIPfPID had proposed interventions directed at local government administrations. The 
different institutional analyses were primarily focused on institutional relations and functions 
at the regional level. The two exceptions are some discussion of the role of the Agriculture 
Sector Development Grant I Secretariat (MSI: October 1989), and Jonathan Smith's analysis 
on how national-level policies constrain policy, decision-making, and the delivery of technical 
services at the regional level. Smith's analysis reoriented the project away from regional 
interventions and back to working at the level of national ministries. Smith comments that 
during his work in 1990 the organizational charts reflecting the ministerial reorganization in 
1989 were not yet available. In 1991 the National Conference was held and a transition 
regime ruled until April 1993, when a democratic government was elected. From this 
information, it is evident that the Government of Niger's structure was in a severe state of 
flux from the time when the project was designed until after the project proposals were 
written by f m s  competing for the project. It was only after the technical assistance team 
arrived that there was any semblance of stability in the Government of Niger's structure. 
Agencies like the Cellule de Gestion des Ressources Naturelles and the Secrktariat Permanent 
du Code Rural were created in 1991, but did not exist when the project was designed. 

10.2. Institutional setting of the Agriculture Sector Development Grant I1 

The structure in which the Agriculture Sector Development Grant II finds itself is rather 
complex due to the direct involvement of three ministries and a hierarchy of committees (see 
diagram 1). The program assistance approval document and project paper names the Ministry 
of Finance and Plan as the executing agency for the Government of Niger, and as such, 
responsible for program coordination. The other responsibilities attributed to the Ministry of 
Finance and Plan in the program assistance approval document and project paper are the 
compilation and transmission to USAID of evidence attesting to satisfaction of the conditions 
precedent for each tranche and reports on budgetary attributions which attest to compliance 
with agreed priorities for use of program funds. 

The Ministry of Finance and PIan is generally responsible for coordinating interministerial 
functions and activities within the Government of Niger. This responsibility is particularly 
evident in the role the Ministry of Finance and Plan plays in the hierarchy of interministerial 
committees. The Secrbtaire Gknkral of the Ministry of Finance and Plan, or the director of the 
Direction de 19Analyse des 6tudes Economiques et FinanciBres et de la Prbvision, does call 
and chair the meetings of the Comitk Technique Interminist6riel which now handles most 
Agriculture Sector Development Grant I1 issues. The Ministry of Finance and Plan also 
officially transmits the documentation which certifies that the conditions precedent for a 
particular tranche have been satisfied. While the program assistance approval document and 
project paper attributes responsibility for the compilation and transmission of budget reports 

Tropical Research and Development, Inc. 
F-34 



Diagram 1 .  Hierarchy of committees. 

Better HRM I Fra~ticea Adopted I 
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to USAID, no budget reports have yet been received, but are being compiled by the director 
of Direction des ~ t u d e s  et de la Programmation. The action plans for the satisfaction of 
conditions precedent and the almost monthly reports on the state of advancement have been 
prepared to date by the International Resources Group technical assistance team. The Ministry 
of Plan has had little direct involvement with the Agriculture Sector Development Grant I1 
program and project activities except for the official coordination activities.' 

A letter from the Minister of Finance and Plan dated February 22, 1994, indicates that coordi- 
nation of the Agriculture Sector Development Grant I1 program is the responsibility of the Di- 
rection de 1'Analyse des Etudes Economiques et FinanciBres et de la Prkvision of the Ministry 
of Finance and Plan. The persons directly responsible for coordination are the director of the 
Direction de lYAnalyse des Etudes Economique et FinanciBres et de la Prkvision and the chef 
de service des RCformes Economiques et Sociales within the Direction de lYAnalyse des 
Etudes Economique et FinanciBres et de la Prkvision. This directorate and this service are re- 
sponsible for supervising and coordinating policy reform activities in whatever ministry or 
sector they might take place. However, the letter was necessary because within the Ministry 
of Finance and Plan it was not clear until that point whether the Direction de lYAnalyse des 
Etudes Economique et Financikres et de la Prkvision, the Direction de DCveloppement Rk- 
gional, or the Direction de Financement des Investissements et de la Dette was responsible for 
the coordination of the Agriculture Sector Development Grant 11. The fact that the Ministry of 
Finance and Plan was only determining which ministry service was responsible for coordina- 
ting the Agriculture Sector Development Grant II three years into the five-year life of the pro- 
ject, indicates the lack of involvement and engagement of the Ministry of Fiance and Plan to 
date. It also indicates the level of s u p p a  that the Agriculture Sector Development Grant I1 
personnel, i.e. the International Resources Group team and the Director of the Direction des 
Etudes et de la Prograrnmation of the MinistBre de lYAgriculture et de lYElevage have received 
from the Government of Niger in program coordination and satisfying conditions precedent. 

The technical assistance and program office are located in the Direction des Etudes et de la 
Programmation in the MinistBre de lYAgriculture et de 1'Elevage. The director of the Direction 
des ~ t u d e s  et de la Prograrnmation of the Minist2re de lYAgriculture et de 1'E1evage provides 
administrative supervision or the tutelle of the program and project. There is one the 
Direction des Etudes et de la Programmation staff person assigned to be the program liaison 
officer. The Direction des Etudes et de la Programmation personnel do not otherwise serve as 
staff for the program or project. The Direction des Etudes et de la Programmation director 
fills the administrative role normally filled by a project director. Correspondence and 
interaction between other structures in the Government of Niger and the program or project 
pass through him. He also officially transmits correspondence from the program and project 
to other structures in the Government of Niger. Any correspondence between the program and 
project and USAID is copied to him so that he remains informed of the correspondence, 
activities, and issues affecting the program and project. Otherwise, interaction between the 

* This limited & i t  involvement will change if the grants management unit is established in the Service des 
Organisations Non-Governemental of the Direction de D6veloppement Rdgional of the Ministry of Finance and 
Plan. 
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project technical assistance and the Direction des Etudes et de la Programmation is largely 
confined to the Direction des Etudes et de la Programmation's limited role to date in the 
Gestion, Administration et Rkformes Institutionelles subcomponent activities. Within the 
Direction des Etudes et de la Programrnation organizational chart, the chief of party fills the 
role of a chef de service or chef de section, but the only staff within this service or Section is 
the International Resources Group project staff. 

The natural resources management advisor's principle professional relationships within the 
Government of Niger's structure are with the coordinating unit for natural resources 
management, the Cellule de Gestion des Ressources Naturelles, the Secretariat Permanent du 
Code Rural, and the Direction de 1'Environnement. The Gestion, Administration et Rkformes 
Institutionnelles advisor's principle professional relationships are with the Direction des 
Etudes et de la Programrnation and the Direction des Affaires Administrative et Financihre of 
the Ministsre de lYAgriculture et de 17~levage, and to some extent with the Direction de 
Planification, des ~ t u d e s  et de la Programmation and the Direction des Affaires 
Administrative et Financisre of the Ministsre de 17Hydrolique et de 1'~nvironnement.~ 

10.3. The committee structure affecting the Agriculture Sector Development Grant II 

The Government of Niger has a generalized hierarchy of committees that are responsible for 
interministerial interactions and activities. At the top is the Comitk ~nterrninistkriel,'~ com- 
posed of six ministers and the Secretary of State for Cooperation, and presided by the Minis- 
ter of Finance and Plan. This Comitk Interministkriel is assisted by a ComitC Technique Inter- 
ministkriel, composed of the Secretary Generals and Director Generals of the Government of 
Niger, and a representative of the national agency of the Banque Centrale des  tats de 
1'Afrique de I'Ouest, three representative of the union movement, three representatives of the 
business community, and two independent economists. The Comitk Technique Interministkriel 
is presided by the Secretary General of the Ministry of Finance and Plan. Typically, only re- 
presentatives of those ministries involved with a given program or activity will be invited to 
attend a particular meeting of the ComitC Technique Interministkriel. For example, meetings 
which consider decisions regarding the Agriculture Sector Development Grant I1 are generally 
attended by the Secrktaire Gknkrals of the Ministry of Finance and Plan, the Minist6re de 
lyAgriculture et de lY~levage, and the Ministhre de 17Hydrolique et de 19Environnement or 
their representatives, and the directors or chefs de service of any agencies which might be 
directly involved, such as the Direction des ~ t u d e s  et de la Programmation and the Direction 
des Affaires Administrative et Financisre of the Ministkre de lYAgriculture et de lY~levage; 
the Direction de lYEnvironnement of the MinistGre de lYHydrolique et de I'Environnement; the 

If the Gestion, Administration et Rkformes Institutionnelles subcomponent is continued, the role of the 
GAR1 advisor will be more focused on activities within the mandate of the Direction des Affaires Administrative 
et Financikre. 

lo Responsible for the preparation and monitoring of the economic and financial reform program and the 
roundtable process (with donors). 
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Direction de 1'Analyse des ~ t u d e s  Economique et Financikres et de la Pr6vision; the Direction 
de DCveloppment R6gional; the Service des Organisations Non-Governemental; and the Direc- 
tion de Financement des Investissements et de la Dette of the Ministry of Finance and Plan. 
rS'S~D"~"e"~r'i?~~fi'tatWes' and the Agriculture Sectbrq'DWelopment Grant I1 techriidWik&st&& 
~g"fypFFp;illly ufKvit.tf'I, f g  u$ttend heetings of the, C o ~ C ' ~ ~ ~ ~ ~ ~ ~ ~ ~ & l ~ I l l ~ ~ ~ r m i n i s t ~ r i e p  which ad- 

1~8r , /, /P I  r )/, o 
dress the Agriculture  kct tor ~ e v e l o ~ m e n t ~ G ~ & t  $11 issues. However, thii' is inIr$art because the 
broader Cornit6 Technique Interminist6riel has taken on many of the tasks that normally 
would be the responsibility of the more restrained ComitC de Suivi des RCformes de Politique, 
which is the official steering committee for the Agriculture Sector Development Grant 11. 

position) are assured by the director of the Direction des fitudes et de la Programmation of 
the MinistGre de l7Agriculture et de 1781evage. The Sous-ComitC de D6veloppement Rural is 
credited with the division of tranche I .  funds between the eight different ministry 
and interministerial structures, which was approved by the ComitC Technique InterministCriel. 

Although it has no permanent existence, the Sk@!%'bmit+ LO.. I"baw " . h i  de I II,~, D~veT~ppeme~'~~&f~~'sii"$e~ise~~ i~ l l ! i ' i '~ i i  

t h q / ; i " ~ t k ~ s t e & . l  1 1 1  //I,I~~~~;I~ l i ~ ~ l ~ ~ l ~ ~ ~ l l i ~ ~ i i ~ ~ j ~ ~ I ~  l~i~~ll I ~ ' ~ ~ ~ ~ , ~ ~ I ~ I ~ ~ ~ ~ ~ ~ ~ ~ I I I I ~ ~ ~  ageficies tit . .. ubr t i .  . I ~ I ~ ~ ~ ~ ~ ~ , ~ ~ ~ ~ , ~ ~ ~ I I / ~ ~ ~  respnsible I b 
for establishing land tenure regulations and for the 

coordination and development of a national natural resources management strategy. These are 
u r ?  I l i w l i  l ! l l i  '11 1 I :  rllll'Ui!i 1 $ 1 1  # ! I  I! 

the Pe~manent Secretariai for khe Rural Code, the 'Secretariat permadent du Coae R w l  and rv 

geted for support in the natural resources management component of the Agriculture Sector 
Development Grant I1 program. 

1'Hydrolique et de I'Environnement), an e'c~fldffii~~ coun~ellonilrepresenting the Prime Mink- 
" i, i,,lii 

,,,,I ,,,, )Q!$ "' # , I  ' .,/,/ I d  1 )  i'Ii h l h M l i l ~  1 

Kr's Dffice, a n d ! & h e ~ l U S A I D  project office . This is the steknng commdtee required b$ Q l~~lnlin!qi~in~~~dc~~I~!f lii!~~ii:~~r~~~ ,,,, ll , I lir,,, ,/l/~i~~,iji, ~/b/@i'il+&~ I I ~  ~J:JII~~,~~J il(lYiil,l ])"'I111 1 l d  lIl,'iil'l USAID for tHeU@dance of the Agncultur Sector Development Grant 11, and on which 
~ ~ ~ ~ ~ l ~ ~ ~ T ' ~ l l l l l ~ / ~ .  "17; wt I IP*I~ r 11 i ~ i  r, lh 

USAID is officially represented, but it &eslno&l~meet.xeg~l~l~/. {n fact the respvn$&ll~ for - 111 P I  ! ,!I ) , ,,I I i'll'il '"W" IY $P 
guiding t h e ' p r a j e c t ! ~ ~ ~ s e e h k  ib 4ay4, been l%&ly harpferred to $e Comit6 ~ e c k & u e  Inter- 
" ",-m s- "" l!,l lH!!!V!I# ( 1 1  kJ1 1 l!lI/lll~iil,~~'~l~i!ll lf,l),l !?"&" ? ?  ,! " 7 " L  &,) , , ,/ ) rmntst6nebl.enlhrged to lnclud USATD re~reqentation. The Cornit6 Technique Interrninist6riel 

Iri ll l ~ l i i ~ i ! ~  iii/irlli/~~ !I 11li1 , i/t/!i,,~i~i , /11(P 
provides a larger form, including the structures receiving budget support from the grant, and 
the backing of a body established by an Arre t̂e' of the Prime Minister. ~fWex~~dsMpar tkc ipa-  .. 
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problem resulting from this arrangement is that the m i t f y R i n n m ~ e  --L~2- pi*d9 *-- - and Plan re@$*nta- 
+ J,&$,J%.q&-- -m,y& & -+ - 

tive chairing the meeting often is not knowledgeable about the p&m.ati?f project-'or thes .,, , 
issues-Isei~gdiscu~d. L---cC-c .--:-- -- The agenda is proposed by the Direction des Etudes et de la ~rog;am- .. d---A -"- "..A. .a 
m a t i o n D i ~ o r  and the International Resources Group technical assistance team. 

The previously mentioned letter from the Minister of Finance and Plan also states that t e r n -  
c a w m e n t a t i o n  -.-A-h7-.- P.&.-~~-~- of the --= - P i . g ~ e ~ h r e - ~ e ~ f b f  _ __ _.__mFx-+--r DeTITFmEiiTGanxP -, is the responsibility of the 
dzectors o f  the ~irectiotidi53-~tudes - . &-==  et de - .-.- ".. la Frogganiinrition ,-. -. an'd &eM:inist&re de 1'Agricul- - -7"" '--.>v.l #* .". , 
ture et de l9~1evage; the Dirkdiion di.s Affaires ~ d ~ r n i ~ s t i a t k < e " ~ e t - ~ m ~ ~ ~ ~ e ~ e  of the Minist&-e 

8 
de 17Agriculture et de l'E1evage; and the D i ~ e % ' i ~ d ~ 4 ~ ~ % ~ - f s t h e ~ M i n i s t r e  de 
1'Hydrolique et de-l+En~ZOnnement. This seems to form the b a s i ~ ~ = f o W ~ y  ?%fa-" 

,- +pn,T<* Tq,~J..:&"~ * 
blished Comite de's~rnh de 1'Etat ITAvancernent du Programrile SDSAdI, commonFGown 
as thk ~ d f l t ~ ~ & ~ ~ i % v i - r n  the Cornit6 Tec@i?@e,%nd presided by the director of the Direction 

B des ~tud%%t%% lib~rbgrarnmation. ~hkf?5"& a month9 -T4r - meeting- be^^ USAID and the 
rection des ~ t u d e s  a de la Programmation diredtZf@o ~hiic"hth~fnternational.~esources 

. . . - "" - & _  _ 
Grouptechnical j _ - -  assistance . " .  team, $he Land A d  I Tenure __+ --- Center represenfatlve, and representatives 4 of the Direction-des Affaires Administrative et-Financibe of the Minist8re de 1'Agriculture et 

----.. -A- , . -A- 
de l9~1efage, Sqcr&iriat ~ e r m a n p t  du Code RuraJ, Cellule de Gestion desBessources N& 1 
turelIEs, the Direction de 1'Environnement of the Ministhe de 1'H 
ment anddhe-~kection de Financement des Investissements et d'e 
Finance and Plan are invited as participants. Representatives of other Directorates of the Mi- 
nist&re de I'Agriculture et de 1'Elevage, the Ministkre de 17Hydrolique et de 1'Environnement 
and the DG of Plan and the Ministry of Finance and Plan are invited to be kept informed. 

This Cornit6 de Suivi or Cornit6 Technique group also appears to be assigned tasks by the 
Cornit6 Technique Interrninist6riel which require more detail than is considered appropriate 
for discussion in that forum. In particular, in a recent meeting this group was assigned the 
task of preparing a proposal for those Government of Niger's structures that would receive 
budget support from tranche IIA. Since this committee does not appear to have any formal 
basis it is unclear why it was assigned this task, rather than the Sous-Cornit6 de DCvelop- 
pement Rural, which is credited for making the previous allocation of the Agriculture Sector 
Development Grant I1 budget support. Perhaps the primary reason is that this committee al- 
though informal,-idoes=meet=regular1y. The Sous-Cornit6 de D6velogpement Rural rarely mects 
and-has.no-permment.se.creW. In either c%, the director of the Direction des ~ & d &  et de 

-------L-- .-- -iiL-iri---.--&-- - & 
la Programmation would be responsible for preparing the proposal for the Sous-Comit6 de 
D6veloppement Rural secretariat, or for the Comit6 de Suivi and Cornit6 Technique. If this 
committee is going to have these responsibilities, it should be formalized. It should also be 
given a name which distinguishes it from the existing formally established committees, i.e., 
the Cornit6 Technique Interminist6riel and the Cornit6 de Suivi des RCformes de Politique. 

10.4. Analysis of the existing institutional location of the Agriculture Sector 
Development Grant I1 

The Ministry of Finance and Plan was named in the program assistance approval document 
and project paper as the executing agency and the Government of Niger's structure 
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responsible for the coordination of the Agriculture Sector Development Grant I1 project. It 
was not chosen for the institutional location or to provide the administrative supervision 
(tutelle) of the program and project. This separation of functions may be understood in terms 
of the Ministry of Finance and Plan's responsibility for all policy reform activities and its 
coordinating role among ministries, but it significantly complicates management and adminis- 
tration. The Ministry of Finance and Plan has organizational problems of its own, apparently 
related to the integration of the Ministry of Finance and Plan and the Ministry of Finance in 
1993. For example, it didn't clarify what directorate was responsible for coordinating the 
Agriculture Sector Development Grant II until February 1994, it still encountered contention 
in naming a representative to the midterm evaluation team and its planning has not yet ex- 
tended to producing an official organizational chart.) While responsible for coordination of 
the Agriculture Sector Development Grant 11, it has not been involved or engaged in the pro- 
gram activities, and particularly in taking responsibility for the process of tracking and satis- 
fying conditions precedent. It chairs the meetings and writes the cover letters, but all of the 
real work excluding accounting falls on the International Resources Group team and the 
Direction des Etudes et de la Programmation Director. This separation of coordination respon- 
sibility and administrative supervision (tutelle) seems to be one of the root causes of confu- 
sion and administrative problems in the program. Consideration should be given to termina- 
ting the Ministry of Finance and Plan designation as coordinator and executing agency of the 
Agriculture Sector Development Grant I1 program and project. This would be one important 
step to simplifying administration and concentrating program authority. 

The Direction des Etudes et de la Programmation of the Ministhre de 17Agriculture et de 1 '~le-  
vage is a traditional institutional location for a project activity. The Direction des Etudes et de 
la Programmation is the directorate in the Ministkre de I'Agriculture et de l'$evage that usually 
deals with donor projects so it had more experience in providing administrative supervision for 
donor programs and projects than other directorates. A directorate, like the Direction des ~ tudes  
et de la Programmation, was a relatively safe choice as the institutional location in a period 
when the Government of Niger's structure was regularly changing. Directorates may be moved 
intact from one ministry to another when there are changes in the government. 

The Direction des ~ t u d e s  et de la Programmation was not a primary focus of either the 
natural resources management or the Gestion, Administration et Rkformes Institutionelles 
program and project activities, but it was implicated along with the Direction des Affaires 
Administrative et Financikre in meeting the Gestion, Administration et Rkformes 
Institutionelles subcomponent conditions precedent. The director of the Direction des Etudes 
et de la Programmation does serve as the secretary of the Sous-Comitk de Dkveloppement 
Rural, which broadens his role in the Government of Niger, and as administrative supervisor 
of the program. Through the Sous-Comitk de Dkveloppement Rural he does have indirect 
interaction with the Cellule de Gestion des Ressources Naturelles and the Secrktariat 
Permanent du Code Rural, which are two of the institutions targeted for intervention in the 
natural resources management component. These are both interministerial structures attached 
to the Sous-Comitk de Dkveloppement Rural and under the tutelle of the Ministkre de 
19Agriculture et de l9~1evage. The Direction de 19Environnement of the Ministkre de 
17Hydrolique et de I'Environnement, a third structure targeted for natural resources 
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management interventions, is more distant administratively, but is also somewhat less rigid 
about administrative procedures. 

The fourth area of implementation of the Agriculture Sector Development Grant I1 natural 
resources management component is to promote decentralization of natural resources 
management activities. It was expected that this would be accomplished primarily through the 
decentralization of technical services in the Ministkre de I'Agriculture et de 1 ' ~ l e v a ~ e  and the 
Ministkre de 1'Hydrolique et de l'Environnement, and through the support of nongovernmental 
organizations and other local institutions. This design assumption was overtaken by events. 
Decentralization policy, if not implementation, has moved very rapidly since the program was 
designed. Institutionally, a Ministkre de 1'Administration Regional et de la Decentralization 
has been established. The need to regularly interact with yet a fourth ministry would place a 
major additional implementation burden on a project team and an administrative setup which 
is already heavily burdened. Given the policy change with regard to decentralization and the 
administrative problems working with three ministries, it does not appear to be appropriate to 
require the program and project to interact with this fourth ministry. 

It is not clear that the Direction des ~ t u d e s  et de la Programmation is a n  appropriate. 
institutional location for the Agriculture Sector Development Grant I1 program and project 
components and their respective technical assistance. While the technical assistance team may 
be very busy, it appears that they are institutionally constrained from doing the things they 
were intended to do: 

The Cellule de Gestion des Ressources Naturelles would appear to be a more appropriate 
location for the natural resources management advisor. The Cellule de Gestion des 
Ressources Naturelles is responsible for the development and coordination of a national 
natural resources management strategy, and assisting this process is the primary role of 
the natural resources management advisor. The Cellule de Gestion des Ressources 
Naturelles is at present the institution which needs his skills and experience. He can 
provide some advice from the Direction des ~ t u d e s  et de la Programmation of the 
Ministkre de 17Agriculture et de lY~levage, but does not provide on-the-job training to the 
Cellule de Gestion des Ressources Naturelles personnel. 

Most of the activities assigned to the Gestion, Administration et Reformes Institutionelles 
advisor are the responsibility of personnel, equipment, and financial services within the 
Direction des Affaires Administrative et Financikre. The Direction des ~ t u d e s  et de la 
Programmation and the Direction des Affaires Administrative et Financikre are in the 
same building. But the program and project have not developed administrative procedures 
which facilitate the Gestion, Administration et Rkformes Institutionelles advisor's 
working effectively with and serving as advisor to the Direction des Affaires 
Administrative et Financikre; particularly the personnel, equipment, financial services, and 
perhaps the training service of the Direction des Affaires Administrative et Financikre. To 
date, the Gestion, Administration et RCfonnes Institutionelles advisor has difficulty 
working with or advising these services and no one in them is learning his management 
and computer skills. 
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The proposed nongovernmental organizations and private-sector subcomponent will face 
severe administrative problems if located in the Direction des Etudes et de la 
Programmation of the Ministkre de 1'Agriculture et de 1'Elevage. The two organizations 
that it will need to work with are the Service des Organisations Non-Governemental of 
the Direction de D6veloppment Regional of the Ministry of Finance and Plan and the 
Groupement des Aides Priv6es. Location in the Direction des Etudes et de la 
Programmation would not allow the grants management unit to provide effective 
technical assistance and day-to-day training to either of these organizations. Judging from 
past experience, administrative procedures across ministries would be a serious constraint 
to implementation. 

This raises the question, whether, or how easily the institutional location of the different the 
Agriculture Sector Development Grant I1 components can be split. In order for program sup- 
port and technical assistance to be most effective, it would appear that the natural resources 
management component and advisor should be located in the Cellule de Gestion des Res- 
sources Naturelles; the Gestion, Administration et RCforrnes Institutionelles component and 
advisor should be located in the Direction des Affaires Administrative et Financikre of the 
Ministhre de 17Agriculture et de 17Elevage; and the grants management unit should b'e located 
in either the Service des Organisations Non-Governemental, the Direction de Developpment 
Regional, the Ministkre de 1'Hydrolique et de lYEnvironnement or the Groupement des Aides 
Privkes. However, it is not evident that any of these locations would provide a good location 
for administrative supervision (tutelle) of the Agriculture Sector Development Grant I1 pro- 
gram and project. If the program and project are separated into three components distributed 
across three different Government of Niger's structures, there is a serious risk that administra- 
tive problems would cause program implementation to founder. Program tutelle and ease of 
administration and implementation need to be considered as well as theoretical program com- 
ponent effectiveness in choosing (an) institutional location(s) for the program. 

10.5. Analysis of the appropriate administrative supervision of the Agriculture 
Sector Development Grant I1 

There are several possibilities to consider as the tutelle of the Agriculture Sector Development 
Grant 11. The Government of Niger's structure which would seem to have the most in com- 
mon with the Agriculture Sector Development Grant I1 program, its objectives and its activi- 
ties, is the Cellule de Gestion des Ressources Naturelles. However, the Cellule de Gestion des 
Ressources Naturelles does not have a very stable institution base. Organizationally, the Cel- 
lule de Gestion des Ressources Naturelles is attached to the interministerial the Sous-Comit6 
de DCveloppement Rural, which has no physical existence. It meets only once or twice a year, 
and has no permanent secretariat. The Government of Niger has already indicated that the 
Cellule de Gestion des Ressources Naturelles is not an appropriate institutional base and 
tutelle for the World Bank-financed Gestion des Ressources Naturelles project. 

The Cellule de Gestion des Ressources Naturelles has taken the lead role in developing the 
Programme National de Gestion des Ressource Naturelles and the World Bank-financed first 
phase Gestion des Ressources Naturelles project. The World Bank has proposed that the Cel- 
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lule de Gestion des Ressources Naturelles be involved in implementing its first phase Gestion 
des Ressources Naturelles project. It is not yet clear what effect this may have on the role of 
the Cellule de Gestion des Ressources Naturelles and the potential role of the natural resour- 
ces management advisor to work with this structure. Different drafts and documents seem to 
imply different roles, and even the possibility of the Cellule de Gestion des Ressources Natur- 
elles being detached from the Sous-Cornit6 de DCveloppement Rural and being attached direc- 
tly to the office of the Secrktaire Gkn6ral of the Ministkre de 17Agriculture et de lY8levage. 
There is speculation that the World Bank would like to include national natural resources 
management policy development and coordination within the first phase of the project, or that 
the World Bank will eventually propose to move these functions to a National Environmental 
Action Plan secretariat. Until negotiations between the Government of Niger and the World 
Bank progress farther, and some documents are finalized, it will be difficult to judge the 
future of the Cellule de Gestion des Ressources Naturelles. 

The Agriculture Sector Development Grant 11, like a number of other donor programs, has and 
continues to contribute to the development of the Programme National de Gestion des Ressources 
Naturelles. The Agriculture Sector Development Grant I1 has similar objectives to those proposed 
concerning the World Bank first phase Gestion des Ressources Naturelles project, including further 
development of national policies and strategies, program coordination, harmonization of technolo- 
gies, assessment of issues related to tenure, decentralization, local participation, establishing an en- 
vironmental information system, monitoring and evaluation of natural resources management acti- 
vities, etc. The World Bank financing may not be much larger than USAID'S commitment to the 
Agriculture Sector Development Grant II. It would seem that a parallel relationship should exist 
between the Agriculture Sector Development Grant II and the World Bank fmt phase Gestion des 
Ressources Naturelles project, both of which contribute to the Programme National de Gestion des 
Ressources Naturelles. Recognition of this parallel relationship may make it necessary, or at least 
appropriate, to change the tutelle of the Agriculture Sector Development Grant I1 program and 
project to the same Government of Niger's structure which provides the tutelle for the World 
Bank Gestion des Ressources Naturelles project. While it is not certain where this will end up, 
there are some indications that the office of the Secretaire G6neral of the Minist2re de I'Agricul- 
ture et de 1'8levage will be proposed. 

While moving the tutelle of the Agriculture Sector Development Grant I1 to the office of the 
Secr6taire Gknkral of the Ministkre de 17Agriculture et de 1981evage would not solve all of the 
administrative problems, it would be a better institutional location than being in the Direction 
des ~ t u d e s  et de la Programmation. Administratively, it is very difficult, if not impossible, to 
advise and coordinate the activities of one directorate, secretariat or cellule from an institu- 
tional location within a different directorate, secretariat or cellule at the same level in the or- 
ganizational hierarchy. The same applies to ministries since they also are at the same level of 
organizational hierarchy. The office of the Secrktaire General of the Ministhre de 1'Agricul- 
ture et de 19~levage offers an institutional location which is directly superior in the organiza- 
tional hierarchy to that of the Cellule de Gestion des Ressources Naturelles, the Secretariat 
Permanent du Code Rural, and the Direction des 8tudes et de la Programmation and the Di- 
rection des Affaires Administrative et Financikre of the Minisere de 19Agriculture et de l98le- 
vage. This would permit better coordination and simplify administration of those program acti- 
vities in these four institutions which are important to the achievement of the Agriculture Sec- 
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tor Development Grant I1 objectives. The natural resources management advisor would be in 
an office that directly supervises the Cellule de Gestion des Ressources Naturelles and the 
Secrktariat Permanent du Code Rural, allowing him better access and interaction with these 
important institutions. The Gestion, Administration et RCformes Institutionelles advisor would 
be in an office bureaucratically superior to the Direction des Etudes et de la Programmation 
and the Direction des Affaires Administrative et Financikre, increasing the chances that an ad- 
ministrative arrangement could be achieved that allowed him to work with both. Coordination 
and administration of program activities in the Ministkre de 1'Hydrolique et de I'Environne- 
ment would still be relatively difficult. Administrative arrangements for the grants manage- 
ment unit would be difficult unless the grants management unit is largely autonomous from 
both the Ministkre de 19Agriculture et de l7E1evage and the Ministry of Finance and Plan. 

Another possibility is that the Sous-ComitC de Dkveloppement Rural will take on a physical 
existence through the establishment of a permanent secretariat. If that happens, the 
Government of Niger might agree to establish an Agriculture Sector Development Grant I1 
program tutelle under this permanent secretariat of the Sous-ComitC de DCveloppement Rural. 
This would place the program in a position directly above the Cellule de Gestion des 
Ressources Naturelles and Secrktariat Permanent du Code Rural in the organizational 
hierarchy. This possibility would seem to provide the closest institutional linkages for the 
natural resources management component activities given the present structure. However, the 
location in Permanent Secretary of the Ministkre de 17Agriculture et de 19Elevage would 
provide essentially the same advantages and be a more stable institutional base. 

A different option for attempting to resolve the division in program coordination and tutelle is 
to move the tutelle to the Direction de 1'Analyse des Etudes Economique et Financikres et de 
la Prkvision of the Ministry of Finance and Plan. However, given the Ministry of Finance and 
Plan's internal organizational problems and its lack of engagement to date in the Agriculture 
Sector Development Grant 11, this would appear to be a step in the wrong direction. 

A final alternative for USAID to consider is to establish a program office in the Prime Minis- 
ter's office and unite program coordination and administrative supervision (tutelle) in the po- 
sition of a national program coordinator. Situated in this office, the program would be located 
at a level in the organizational hierarchy superior to that of the three ministries. Institution- 
ally, this greatly increases the chances that the Agriculture Sector Development Grant I1 can 
successfully coordinate and work with natural resources management activities in all three 
ministries. Location in the office of the SecrCtaire GCnCral of the Minist6re d e  19Agriculture et 
de l9~1evage may provide closer relations and better interaction with those Government of Ni- 
ger's structures with natural resources management activities within, or under the administra- 
tive supervision of the Ministkre de 19Agriculture et de lY~levage. However, only location at a 
superior level in the organizational hierarchy can provide easy access to all three ministries. 

10.6. The role of a national coordinator 

One of the possibilities to help reduce administrative problems and facilitate program 
implementation would be to establish a National Agriculture Sector Development Grant I1 
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program coordinator. If the program has a national coordinator, it will be very clear who is 
responsible for the process of tracking and satisfying program conditions precedent. Several 
additional attributions should be considered for this position. One would be to make the 
national coordinator responsible for administrative supervision of the program and project. 
Most of the program oversight would continue to be provided by the ComitC de Suivi des 
RCformes de Politique and the Cornit6 Technique Interministhiel, or the informal combination 
of the two committees which presently addresses most Agriculture Sector Development Grant 
I1 problems and issues. The functional relationship between the national coordinator and the 
Government of Niger's structure responsible for the tutelle of the Agriculture Sector 
Development Grant 11, should be informational, rather than requiring signatures. 

USAID and the Government of Niger should also consider giving the position of national 
coordinator the attribution of official program and project coordination, as opposed to the 
Direction de 19Analyse des ~ t u d e s  Economique et Financi&res et de la PrCvision and the 
Ministry of Finance and Plan. The Ministry of Finance and Plan has not been effective at 
program and project coordination and most of the effort required for program coordination 
has fallen on the Direction des ~ t u d e s  et de la Programmation Director and the International 
Resources Group team. Giving the national coordinator this authority will simplify . 
administrative procedures. If for some reason, it is not possible to make the national 
coordinator responsible for the official program and project coordination, this attribution 
should be given to the Government of Niger's structure responsible for the program tutelle. 
The separation of administrative supervision and coordination seems to be a major source of 
confusion with regard to responsibilities, a factor which complicates administration, and a 
constraint to implementation which serves no useful purpose. 

If a national coordinator for the Agriculture Sector Development Grant I1 is to be appointed, 
the role and attributions must be negotiated between USAID and the Government of Niger. 
Either the Comit6 de Suivi des RCformes de Politique or the Comit6 Technique 
InterministCriel would seem to provide an appropriate forum for such debate. USAID and the 
International Resources Group team should develop the role that they think a national 
coordinator should play, as should representatives of the Government of Niger. One major 
issue will be, to what extent is this national coordinator a counterpart to technical assistance 
team members and to what extent is he an administrator of the program. People in general are 
more comfortable with the project approach in which the Project Director or Coordinator is 
the head of whatever agency the project is designed to work with. Obviously, an the Agricul- 
ture Sector Development Grant I1 national coordinator can not be located in- the all of the 
Government of Niger agencies which will receive technical support. While it could be argued 
that the national coordinator should be located with the chief of party (perhaps again thinking 
of the familiar project approach) it would seem more important that he assure the 
administrative support for program and project activities, and be available on a full-time basis. 

Whatever the outcome of the proposal to name a national coordinator, International Resources 
Group should hire an administrative assistant to help the chief of party, and perhaps the 
National Director, with the increased administrative tasks, that will necessarily result from the 
addition of the grants management unit to the International Resources Group contract. 
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Without administrative help, there is a serious risk that the chief of party will not be able to 
effectively meet his other responsibilities as natural resources management Advisor. 

10.8. Should the program be reprojectized? 

In considering the effectiveness of individual program components, it seems preferable to 
attach program components and their respective technical assistance directly to those agencies 
that have the responsibility and mandate for the policies and activities in question. What is 
not clear yet is whether the normally clumsy and burdensome administrative procedures of the 
Government of Niger will allow this approach to be used. One known and effective way to 
limit the administrative burden is to establish a project and program office responsible for the 
implementation and administration of all program components. While some people would find 
it easier to return to this known project model rather than experiment with ways to make a 
program model work, this would seem to be a choice of last resort. 

One of the problems with the Agriculture Sector Development Grant I1 program to date is 
that many of the partners are used to a project approach and are not comfortable with the 
program approach. Many partners would prefer that there be a single office where they can 
address any technical or administrative-issue related to the Agriculture Sector Development 
Grant 11. While this is difficult with a program spread over several ministries, establishing an 
the Agriculture Sector Development Grant I1 office headed by a national coordinator 
responsible for all administrative aspects of the program would solve many of the problems. 

The financial management of the program may also be a determining factor with regard to 
whether the program should be reprojectized. USAID is responsible for the detailed accoun- 
ting and supervision of funding used for projects. If a decision is made to reprojectize the 
Agriculture Sector Development Grant I1 funding, then USAID will need some way to centra- 
lize the accounting .and financial management of the program. To provide accounting and fi- 
nancial management in a manner which is acceptable to USAID and Congress is expensive. 
One of the primary advantages of the budget support approach used in the Agriculture Sector 
Development Grant I1 was to avoid the need for this type of expensive financial management 
arrangements. This is why it would be very advantageous to all parties if a functional solution 
can be found to the problems encountered in the Government of Niger treasury accounting 
system, without returning to a project accounting system. However, if the administration is 
too burdensome to operate effectively as a program, then the return to a project approach will 
require the expensive USAID style accounting and financial management. 

10.9. Recommendations concerning the institutional location of the program 

If Government of Niger administrative procedures can be reduced to allow program com- 
ponent and their respective technical assistance to function effectively dispersed over two or 
three institutions, the location of the technical assistance and the institutional location of the 
program should be treated separately. If the administrative burden is too great, then treating 
them as separate questions will not be possible. Logic dictates that program components and 
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their respective technical assistance should work with those institutions which have the 
responsibility and mandate for the natural resources management policies and activities 
addressed by the component. Cellule de Gestion des Ressources Naturelles, Secretariat 
Permanent du Code Rural, and the Direction de 1'Environnement for the natural resources 
management component, the Groupement des Aides PrivCes and the Service des Organisations 
Non-Governemental and the Direction de DCveloppment Regional of the Ministry of Finance 
and Plan for the grants management unit, the Direction des ~ t u d e s  et de la Programmation 
and the Direction des Affaires Administrative et Financikre of the Ministkre de 1'Agriculture 
et de 1 ' ~ l e v a ~ e  for the Gestion, Administration et RCformes Institutionelles component. 

One of the possibilities to help reduce administrative problems and facilitate program implemen- 
tation would be to establish a National Agriculture Sector Development Grant I1 Program Coor- 
dinator, with responsibilities for coordination and administrative supervision. It would be clear 
who is responsible for the coordination of the Agriculture Sector Development Grant 11 and for 
the process of tracking and satisfying program conditions precedent. It would also provide an 
opportunity to simplify administrative procedures between the program and project components 
and the administrative supervisor. The Comit6 de Suivi des Reformes de Politique and the 
Comite Technique Interrninist6riel (or the informal combination of the two) could continue to 
provide program oversight. The functional relationship between the national coordinator and the 
Government of Niger's structure responsible for the tutelle of the Agriculture Sector Develop- 
ment Grant 11 should be informational, rather than requiring signatures. The national coordinator 
and the program office should be located in either the office of the SecrCtaire General of the 
Ministkre de 1'Agriculture et de 1'~levage or the office of the Prime Minister. 

Whether this is sufficient to resolve the administrative problems of having components located 
in different institutions is not clear. The program would seem to have the best chance of admin- 
istrating this institutional octopus if the project office is located at a level in the organizational 
hierarchy that is superior to that where the individual components are located, such as the Prime 
Minister's office. If all of the components were located in the same ministry, this could be ac- 
complished by being located in the office of the SecrCtaire GCnCral. Because the Agriculture Sec- 
tor Development Grant I1 must attempt to work with different ministries, this requires the pro- 
gram office to be locate in the office of the Prime Minister. (Location in any one ministry is a 
bit like trying to control and coordinate the octopus fi-om a location in one of its tentacles.) 

Locating the Agriculture Sector Development Grant I1 program in the office of the SecrCtaire 
GCnCral of the Ministkre de 1'Agriculture et de l'E1evage would produce a more compact pro- 
gram organization, but with more risk of administrative problems. The office of the Secretaire 
GCn6ral of the Ministkre de 1'Agriculture et de 1 ' ~ l e v a ~ e  is hierarchically superior to the Cel- 
lule de Gestion des Ressources Naturelles and Secr6tariat Permanent du Code Rural with re- 
gard to the natural resources management component, and to the Direction des ~ t u d e s  et de la 
Programmation and Direction des Affaires Administrative et Financigre with regard to the 
Gestion, Administration et RCformes Institutionelles component. In addition to the Cellule de 
Gestion des Ressources Naturelles and the Secretariat Permanent du Code Rural, the natural 
resources management component and advisor need to work with the Direction de lyEnviron- 
nement of the Ministkre de lYHydrolique et de lYEnvironnement. An accord between the pro- 
gram and the Direction de 1'Environnement could provide a working relationship between the 
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program and the Direction de 1'Environnement which did not require a lot of administrative 
procedure. It seems like the big problem for locating the program in the Ministkre de lYAgri- 
culture et de 17~levage will be the administration and coordination of the grants management 
unit. A tremendous amount of administrative detail is involved in awarding and managing 
$5-6 million in small grants. There is a high risk that the cumbersome administrative proce- 
dures usually required between ministries would render the grants management unit ineffec- 
tive and unable to achieve its assigned program objectives. Therefore, USAID should seri- 
ously consider making the grants management unit largely autonomous of ministries, and at- 
tach it to the Groupement des Aides Privks. While it might be possible to administrate a 
grants management unit located in the Ministry of Finance and Plan from a program location 
in the Prime Minister's office, it would be very difficult if the program office is located in the 
Ministhre de 17Agriculture et de 1 '~ l eva~e .  

10.9.1. International Resources Group and USAID should enter into discussions with 
the Government of Niger to establish the position of a National Agriculture 
Sector Development Grant II Program Coordinator and the attributions of this 
position. Official program coordination and administrative supervision' should 
be among the attributions considered. 

10.9.2. If official program coordination can not be attributed to the national 
coordinator, it should be attributed to the institution in which the program 
office is located (the Prime Minister's office or the office of the Secrktaire 
G k n h l  of the Ministkre de 19Agriculture et de l9~levage). 

International Resources Group and USAID should enter into discussions with 
the Government of Niger to move the tutelle of the program to the office of the 
Prime Minister or of the office of the Secrktaire Gkneral of the Ministkre de 
I'Agriculture et de l'&evage. 

International Resources Group and USAID should discuss with the Government 
of Niger, the possibility of the natural resources management Advisor 
establishing an office in the Cellule de Gestion des Ressources Naturelles. 

If the Gestion, Administration et RCformes Institutionelles subcomponent is to 
be continued, the revised the Gestion, Administration et RCformes 
Institutionelles program should be focused on activities in the Direction des 
Affaires Administrative et Financihre of the Ministkre de 1'Agriculture et de 
1'~levage and the Gestion, Administration et RCformes Institutionelles Advisor 
should have counterparts in the personnel, equipment, finance and training 
services of the Direction des Affaires Administrative et Financihre of the 
Minist6re de 19Agriculture et de 1961evage. 

10.9.6. The grants management unit should be established as a largely autonomous 
organization, attached to the Groupement des Aides Privkes. If the Agriculture 
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Sector Development Grant I1 program office is located in the Prime Minister's 
office it may be possible to attach it to the Service des Organisations Non- 
Governemental, the Direction de Dkveloppment Rkgional, and the Ministry of 
Finance and Plan. 

11. Recommendations for the Agriculture Sector Development Grant I1 Program Adjustments 
and Reorientation 

11.1. The Agriculture Sector Development Grant I1 program and project should be 
extended for approximately 3 years, i.e. until December 1998, to allow time to 
establish the nongovernmental organizations subcomponent and to return to a 
project implementation time frame comparable to that which was originally 
planned. 

The International Resources Group technical assistance team should complete 
the program and project monitoring and evaluation plan and finalize and submit 
the second annual work plan. 

Niger is at an extremely important crossroads in the development of Code 
Rural and related resource tenure policies and regulations. USAID should 
consider funding a full-time resource tenure specialist to assist the Secretariat 
Permanent du Code Rural in implementing the resource tenure reform process 
and establishing the regional Commissions Foncibres to test proposed 
regulations. 

the Agriculture Sector Development Grant II should consider how it could 
provide more balance in its natural resources management outlook. One 
strategy may be through addressing policies which are important to pastoralists 
and the livestock subsector. 

USAID should seriously consider either terminating the Gestion, Administration 
et R6fomes Institutionelles subcomponent or significantly revising it along the 
lines suggested in the Evaluation Report. A revised the Gestion, Administration 
et RCfomes Institutionelles would also require changes in the objectives, 
approach, conditions precedent and the terms of reference for technical 
assistance. 

The Government of Niger and USAID need to determine how the existing 
system for the disbursement of funds can be made to work more effectively, or 
whether a more functional system can be substituted in its place. To reduce 
administrative problems, a compromise should be sought which is not 
considered budget support by the Government of Niger, and which is not 
considered project funding by USAID. The Comite' Technique Interministe'riel 
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should meet with the Directors of Budget, Treasury and Taxes, to seek a 
solution to these financial problems. 

The Government of Niger should complete and submit the financial reports 
required in Section 4.2.A.5 of the grant agreement and establish procedures to 
ensure that future reports are submitted to USAID in a timely manner. 

Experience to date indicates that the multitude of conditions precedent hinders 
rather than promotes program implementation. In order to seriously streamline 
conditions precedent, the Agriculture Sector Development Grant I1 should reject 
the design assumption that a condition precedent for each area of intervention 
in each tranche would facilitate program implementation. 

The Agriculture Sector Development Grant I1 needs to seriously analyze the 
rationale for remaining conditionalities and any new conditions precedent 
which are proposed. The total list of conditionalities should be reviewed with a 
view to reducing the number. An existing report from an International 
Resources Group consultant provides a solid basis for establishing the'type of 
process which is necessary to evaluate which conditions precedent are worth 
maintaining or adding. The present conditions precedent related to 
decentralization and the Gestion, Administration et Rkformes Institutionelles 
subcomponent should be eliminated. 

The Government of Niger and USAID should clearly identify the institutions 
and personnel responsible for program related objectives and activities. 
Particular attention is needed with regard to program coordination and 
administration, and the process of tracking and satisfying conditions precedent. 

Given the importance attached to improving conditions for program 
implementation and program performance, the Government of Niger should 
appoint a National the Agriculture Sector Development Grant 11 Program 
Coordinator acceptable to USAID. 

Official responsibility for program coordination should be merged with the 
responsibility for administrative supervision. If possible, both should be 
attributed to the national program coordinator. If that is not possible, 
coordination should be made the responsibility of the institution chosen to 
provide the tutelle for the program. 

The tutelle for the Agriculture Sector Development Grant I1 should be moved 
to either the Prime Minister's office or the office of the Secr6taire GCnkral of 
the Ministike de 1'Agriculture et de 1 '~ leva~e .  Improving implementation and 
reducing administrative problems requires that the program office be located at 
a level in the organizational hierarchy which is superior to that of the 
organizations in which the program components are located. This is only 
partially true for location in the office of the Secrktaire Gknkral of the 
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Ministkre de 17Agriculture et de 19~levage and certain precautions to avoid 
administrative problems would be necessary. 

11.14. If the Agriculture Sector Development Grant I1 program office is located in the 
Prime Minister's office, the program should consider locating program 
components and their respective technical assistance to those organizations 
which have the mandate and responsibility for the activities targeted in the 
program component: 

the natural resources management component in the Cellule de Gestion 
des Ressources Naturelles 
the Gestion, Administration et RCformes Institutionelles component in 
the Direction des Affaires Administrative et Financikre of the Ministhe 
de l'hgriculture et de 17Elevage (if it continues) 
and the semiautonomous grants management unit attached to the 
Groupement des Aides PrivCes, or possibly the Service des 
Organisations Non-Governemental, the Direction de Dkveloppment 
Rkgional of the Ministry of Finance and Plan. 

Alternatively, if the Agriculture Sector Development Grant I1 program office is 
located in the office of the Secrktaire Gknkral of the Ministkre de I'Agriculture 
et de 1'Elevage, the natural resources management and the Gestion, 
Administration et RCformes Institutionelles components and their respective 
technical assistance could potentially be located in the Agriculture Sector 
Development Grant I1 program office. In this case the grants management unit 
should be largely autonomous and attached to the Groupement des Aides 
Privks, to avoid the serious problems caused by cumbersome administrative 
procedures between ministries. 

l1.lSe The Evaluation Team supports the proposal of the Pre-Evaluation Mission of 
the Programme National de Gestion des Ressource Naturelles to move the 
Cellule de Gestion des Ressources Naturelles or natural resources management- 
PCU to the office of the Secretary General (SecrCtaire Gknkral) of the 
Ministkre de 1'Agriculture et de 1 '~ l eva~e .  The Evaluation Team proposes that 
a parallel relationship be established between the Agriculture Sector 
Development Grant I1 program and the World Bank First Phase Gestion des 
Ressources Naturelles project, and the manner in which they both support the 
Programme National de Gestion des Ressource Naturelles. 

11.16. The Agriculture Sector Development Grant IWSAID should consider 
establishing a limited number of conditions precedent which improve the 
implementation environment for the program and project. In particular, these 
might include: 
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A condition precedent which requires a rapid resolution of the financial 
administration problems, i.e. accounting and fund disbursement 
procedures, which are satisfactory to USAID. 

A condition precedent which requires assignment of a national 
coordinator acceptable to USAID to the Agriculture Sector Development 
Grant I1 program and project. 

rn A condition precedent which requires Government of Niger agreement 
to move the tutelle of the program and project to the Prime Minister's 
office or the office of the Secrktaire G6n6ral of the Minist5re de 
1'Agriculture et de 19~levage. 

A condition precedent which requires Government of Niger agreement 
to merge responsibility for program coordination and administrative 
supervision, preferable as an attribution of the national program 
coordinator, or if that is not possible, as an attribution of the institution 
providing the tutelle for the Agriculture Sector Development Grant 11. 

o If the Gestion, Administration et RCformes Institutionelles 
subcomponent is retained, a condition precedent which requires the 
assignment of counterparts acceptable to USAID from the critical 
Direction des Affaires Administrative et Financi&re services (personnel, 
equipment, finance, and training) to the institutional advisor. 

The Evaluation Team strongly suggests that the following areas need to be 
rapidly addressed by the appropriate authorities: 

@ How to facilitate coordination and administration of the Agriculture 
Sector Development Grant I1 activities throughout three Ministries. . The establishment of the position of a national coordinator and 
appropriate attributions of the office. . The most appropriate institutional attachment for program components 
and their respective technical assistance. . The most appropriate institutional location (tutelle) for the Agriculture 
Sector Development Grant I1 and for the proposed national coordinator. 
Regular meetings of the Cornit6 de Suivi des R6formes de Politique or 
the Cornit6 Technique Interminist6riel to consider the Agriculture Sector 
Development Grant I1 program issues. 
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Annexe G. Evaluation a mi-parcours de la subvention au dCve1oppement du secteur 
agricole seconde phase ( S.D.S.A. I1 ) 

par Abousal6 Abdoulahi 
Political reform specialist 

La Subvention au DCveloppement du Secteur Agricole Seconde Phase (S.D.A.A. 11) est un 
programme d'assistance sectorielle de cinq ans, avec pour objectifs principaux : 

- la crkation des conditions qui permettront B chaque habitant des zones rurales de gCrer 
et profiter des ressources naturelles qu'il contr6le en mettant l'accent sur le cadre 
juridique de l'investissement foncier, la capacite des organisations rurales publiques ou 
privCe, pour faciliter la croissance des productions et revenus; 

- l'encouragement des actuels "agents de changement" et favoriser l'introduction des 
nouveaux agents (coopCratives, Organisations Non Gouvernementales, Caisse d'Epargne 
et de CrCdit et Organes Administratifs locaux). 

Afin d'atteindre ces objectifs fixes, les activit6s du programme S.D.S.A. I1 sont regroup& dans 
deux grandes composantes qui sont : 

- 1'Ctablissement d'un cadre juridique et politique favorable h la gestion participative des 
ressources naturelles qui sont B la base d'une production durable en milieu rural et B la 
promotion des investissements dans les activitds de gestion des ressources naturelles ; 

- le renforcement des capacitCs des institutions oeuvrant pour le dCveloppement rural et 
l'appui a m  rCformes y afferentes. 

L'accord de subvention du programme S.D.S.A. I1 (N0683-0257) et l'accord de subvention ?i 

portke lirnitCe du Projet S.D.S.A. I1 (N0683-0265) ont 6th sign& le 24 AoOt 1990 par les 
reprCsentants du Gouvernement du Niger et ceux des   tats Unis d7Am6rique. La date 
d'achkvement de l'assistance du programme S.D.S.A. I1 est prCvue pour la fin du mois de 
dCcembre 1995. Or, de cette date B aujourd'hui on ne note que le dkboursement intCgrale de la 
premikre tranche des fonds prkvus au titre du programme alors que l'on s'achemine vers la 
satisfaction des conditions pr6alables au deboursement de la deuxikme tranche qui cornme la 
premikre (qui fut scind6e en tranches 1 .A et 1 .B) est en voie d'etre scindde en dew tranches (2.A 
et 2.B). Ce constat nous amhe  & af fmer  qu'il y a eu une lenteur dans le processus de 
dkboursement des tranches de fonds prkvus au titre de la SDSA 11. En effet, deux annks se sont 
Ccoul6es entre la date de signature de l'accord du programme et le premier ddboursement de 
fonds. Ceci est en fait lie au retard accusC dans l'installation de l'assistance technique qui a mis 
deux ans avant d'etre en place (alors qu'elle Ctait nbcessaire au tout d6but du programme) et les 
difficult& socio-politiques et financikres qu'a connu le pays notamrnent la confkrence nationale 
et la pCriode de transition. 
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Par ailleurs, il est important de souligner que le premier dkboursement Ctait intervenu grdce B 
I'appui de l'assistance malgrC les efforts fournis par l'administration nigkrienne. 

Dans le cadre de la prCsente Cvaluation B mi-parcours, nous allons non seulement apporter des 
solutions aux difficultks qu'a connu 1'exCcution du programme, mais aussi Cvaluer la performance 
relative B la mise en oeuvre du programme et l'impact prCvu au niveau national et local. D'une 
manikre gCnkrale, il s'agira pour nous d'examiner les progrks rkalisCs en vue d'atteindre le but 
et les objectifs de la S.D.S.A. I1 tels que stipulCs dans la DAAP et dans l'accord de projet et ses 
avenants. 

Pour mener B bien cette Cvalution, de concert avec le Chef de I'Cquipe d'Cvaluation, le travail a 
Ct6 reparti entre les diffkrents membres. C'est ainsi qu'il me revient d'aborder les points qui 
suivent : 

1. les progr5s rCalisCs au niveau des rksultats/activitks prioritaires par rapport B la 
DAAP 

2. I'Claboration d'un systkme de budget-programme et un guide pour .assurer la 
conformit6 entre les projets des diffkrents donateurs et les objectifs du budget- 
programme du Ministkre de 1'Agriculture et de 1 ' ~ l e v a ~ e  ; 

3. le renforcement de la participation des Organisations Non Gouvernementales 
(ONG) et autres institutions rurales B la gestion des ressources naturelles ; 

4. les fonds de contrepartie ; 

5. le volet institutionnel ; 

6. la participation des Organisations Non Gouvernementales et d'autres institutions 
rurales B la gestion des ressources naturelles; 

7. le suivi et 6valuation du Programme Subvention au DCveloppernent du Secteur 
Agricole Seconde Phase (SDSA 11). 

I. Les progrks realisCs au niveau des r&ultats/activit& 
prioritaires par rapport ii la DAAP. 

Toutes les prioritks retenues dam la DAAP et le DP en maticre de gestion des ressources 
naturelles ne sont pas perdues de vue de la part du Gouvernement du Niger et ne sont nullement 
remises en cause ou en contradiction avec ses prioccupation, mieux il en fait siennes de celles-ci. 

Pour assurer un meilleur d6veloppement du secteur rural au Niger, le Government a adopt6 en 
Mars 1992 "les Principes Directeurs d'une Politique de DCveloppement Rural pour le Niger", qui 
nous donne les grandes orientations nationales en matikres du dCveloppement rural, au sein 
desquelles figurent celles relatives B la gestion des ressources naturelles (GRN). 
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Ces grandes options nationales en matikre de dtveloppement rural, contenues dans les principes 
directeurs viennent renforcer les prioritts retenues par le programme S.D.S.A. I1 en matikre de 
gestion des ressources naturelles B savoir: 

- l'ktablissement d'un cadre juridique et politique favorable B la gestion participative et 
B la promotion des investissements dans les activitks de gestion des ressources naturelles 

- renforcement des capacitks des institutions intervenant auprhs des populations rurales. 

Pour mettre en ceuvre ces options politiques, dks Avril 1992 il a kt6 crkke et mise en place une 
Cellule Nationale de Gestion des Ressources Naturelles (CNGRN), dont le r6le est d'assurer 
l'harmonisation des programmes et la planification de la gestion des ressources naturelles au 
Niger. 

Cependant, des informations recueillies au cours de cette kvaluation, il serait indiqu6 de veiller 
A ce que la CNGRN puisse jouer pleinement son r6le conformkment B son arr6t6 de crkation et 
non de glisser vers le r6le que veut lui assigner la Banque Mondiale, qui est celui d'etre son 
instrument de mise en ceuvre de ses options en matihre de gestion des ressources nakelles. 

A mon avis, la CNGRN doit rester l'unit6 nationale de proposition de r6formes en matikre de 
gestion des ressources naturelles et d'harmonisation des interventions ou options de tous les 
Bailleurs de Fonds intervenant dans le domaine. 

Pour mieux appuyer cette vision, il est important de prkciser qu'en conformit6 avec la logique 
d'tlaboration des principes directeurs, le Sous-Cornit6 Dtveloppement Rural fut redynamisk en 
Avril 1992. Ses attributions sont celles de superviser toutes les r6formes de politique A optrer 
dans le secteur rural et a ce titre il assure la tutelle de la CNGRN et autres structures relevant 
du secteur. A son tour, le Sous-Comitk D6veloppement Rural rend lui aussi compte au comitt 
technique mis en place dans le cadre du processus de prtparation des tables rondes et qui assure 
le suivi de la mise en ouevre du programme SDSA 11. 

D'une manikre globale, on peut retenir que toutes les prioritks retenues par le Programme 
S.D.S.A. I1 cadrent et traduisent parfaitement les prkoccupations du Gouvernement du Niger pour 
le secteur rural. Actuellement au niveau national d'autres actions sont en cours de rkalisation et 
viendront renforcer les dispositions prises antkrieurement en faveur d'une meilleure gestion des 
ressources naturelles. Et sans doute, ces dispositions permettront B l'avenir la libtration dans des 
dtlais raisonables des tranches restantes du programme. 

11. L'elaboration d'un systitme de budget-programme et d'un guide pour assurer la 
conformit6 entre les projets des diff6rents donateurs et les objectifs du budget- 
programme du MinistCre de 19Agriculture et de 19~levage. 

Dans ce domaine, on note la tenue d'un atelier sur la gestion par objectifs (GPO) B Kollo du 24 
Janvier au 5 F6vrier 1994. Des avis recueillis, on est loin d'atteindre les objectifs fixes car B 
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l'6tat actuelle des choses cette approche est difficile B mettre en ceuvre. Nkanmoins, compte tenu 
de l'intkrst accord6 2 cette approche et de son utilit6, d'autres actions sont prkvues 
ulGrieurement. I1 s'agira de l'organisation d'autres ateliers 2 l'intention des animateurs nigkriens 
et cadres rkgionaux des Ministkres de 1'Agriculture et de 17~levage et de 1'Hydraulique et 
Environnement. 

Pour la mise en place des rhgles concernant la conception, la prograrnmation, la coordination et 
la gestion des projets, un pas semble &re fait avec l'organisation de l'atelier de Kollo. Mais par 
contre, l'application d'un tel systkme est limitCe actuellement au niveau des Ministkres 
intervenant dans le secteur rural par la crise financikre que traverse le pays qui influence 
consid6rablement les processus d'6laboration du budget gkndral de 1 '~tat  et de programmation 
des investissements de 1'~tat. Pour parvenir 2 mettre en place un tel systkme, d'intenses activitCs 
de formation s'avhrent nkcessaires et ce sur longue pkriode. 

III. Le renforcement de la participation des ong et d'autres 
institutions rurales a la G.R.N. 

Concernant les rkgles rkgissant les Organisations Non Gouvernementales et les Associations au 
Niger, un atelier sur l'kmergence d'ONG nationaux a kt6 organisk en Mai 1990 2 Dosso, avec 
pour objectif de proposer un cadre juridique et institutionnel favorable aux dkveloppement des 
activitks des ONG. 

Pour apprdcier les efforts fournis suite B l'atelier de Dosso, grace B l'assistance du programme 
SDSA un autre atelier a dtd organis6 du 21 au 26 Fdvrier 1994 B Kollo avec pour objectif de 
faire le bilan des actions entreprises depuis la tenue de l'atelier de Dosso. 

Des travaux de l'atelier de Kollo sur le bilan et les perspectives de 1'Cmergence des ONG 
nationales au Niger, il ressort que l'aspect juridique ne constitue plus un blocage aux activitCs 
des ONG et associations de tout genre. Par contre, les difficult& de celles-ci rksident au niveau 
de la mise en application des textes et rkglements par les Ministkres techniques, des relations 
entre les ONG/Associations et le Gouvernement, les bailleurs de fonds, la population et entre 
elles-msme. 

Aussi, les ONG nationales et associations souffrent d'un manque considkrable d'organisation. 
D'intenses activitCs sont B mener dans ce domaine. Et pour cette raison, -d'aprks le Chef de 
Service des ONG au Ministkre des Finances et du Plan, elles sont incapables de gCrer ou 
d'utiliser les fonds que leur rCserve le programme au titre de la tranche 1-B (2'5 millions de 
dollars) et dans son ensemble (30% de 20 millions de dollars) d'ici dCcembre 1995. 

Afin de leur permettre d'utiliser ces fonds une prolongation de la date d'ach&vement du 
programme de deux B trois annkes est nkcessaire. Et durant toute cette pCriode, les ONG 
nationales/Associations profiteront de l'assitance technique prkvue par le programme SDSA 11. 
De concert avec les cadres de la Direction du DCveloppement Rkgional, cette assistance technique 
aura la responsabilitk d'organiser les ONG/Associations. Ces structures peuvent aussi bknCficier 
de la formation en MBO. 
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I Une partie des fonds pr6vue pour leurs activitks peut Gtre d6gag6e dans ce cadre. 

I IV. Les fonds de contrepartie 

I1 y a lieu ici de pr6ciser que depuis la signature de l'accord en AoQt 1990, seule la premikre 
tranche des fonds sur les quatre pr6vues a CtC d6bourser. Trois tranches seront B dCbours6e d'ici 
dCcembre 1995, ce qui nous parait assez difficile et sans rationalit6 pratique. A mon avis, la date 

I d'achkvement du programme est B prolonger, cette action est nCcessaire et permettra une 
utilisation efficiente des fonds des tranches S.D.S.A I1 non encore dCboursCes. 

R Initialement pr6vue pour etre d6bours6e dans sa totalitk, la premikre tranche des fonds a CtC 
scindCe en deux (tranche l-A et l-B) et libCre en deux Ctapes : 

a) le dCboursement de la tranche l-A est intervenu en 1992, d'un montant de 2'5 millions 
- de dollars et est destin6e B l'appui budgktaire des institutions du Gouvernement intervenant dans 

la gestion des ressources naturelles; 

- b) et le second intervenu lui en 1994, concerne la Tranche l-B qui elle est destin6e aux 
activit6s des ONGIsecteur priv6 et d'un montant de 2'5 millions de dollars Cgalement. 

D'une manikre globale, on peut retenir qu'il y a eu un grand retard dans les d6boursements de 
- fonds. C o m e  cit6 en introduction, ceci est en partie dQ aux difficult& socio-politique et 

tconornique qu'a connu le pays (Conf6rence Nationale, Transition, etc ...) et au retard rnis dans 
- la mise en place de l'assistance technique. Et l'on peut retenir que c'est griice B l'appui de cette 
- assistance que les premiers d6boursements sont intervenus. Cette assistance est matCrialis6e par 

lY6quipe IRG composte de deux conseillers : l'un en gestion des ressources naturelles et l'autre 
en r6formes administratives et institutionnelles. Sa mission consiste 21 aider le Gouvernement 2i 
satisfaire les conditions prkalables aux dCboursements des tranches prCvues dans le cadre du 
programme. 

- 1. Pour l'utilisation des fonds, on peut Cgalement retenir que seule la tranche l-A a connu 
un debut d'utilisation ou Ct6 utilide h plus de 50%. 

Les fonds de cette tranche ont 6tC utilis6s en appui aux structures intervenant dans le GRN, il 
s'agissait de la Direction des Etudes et de la Programmation du Ministkre de l'agriculture et 
lYElevage, de la Direction des Affaires Administratives et Financikres du MAGEL, de la Cellule 
Nationale de Gestion des Ressources Naturelles, du Code Rural, de 1'Institut Pratique du 
DCveloppement Rural (IPDR), du Sous-ComitC DCveloppement Rural, de la Direction de 
1'Environnement et de la FacultC dYAgronomie. 

En conclusion, on peut noter que cette utilisation a CtC pertinente et cadre parfaitement aux buts 
et objectifs de la S.D.S.A. 11, qui sont ceux d'accroitre les capacitCs des populations males en 
matikre de gestion des ressources naturelles, de la croissance des productions et des revenus. En 
ce sens qu'elle a permis aux structures ayant btn6ficiC de l'appui financier du programme, de 
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bien fonctionner et de contribuer B la satisfaction des conditions prtalables des tranches restantes 
B travers notamment 1'Claboration des termes de rtftrence des ttudes, la rtalisation des ttudes 
et l'encadrement technique apportk aux populations rurales. I1 est important de souliger que sans 
cet appui, certaines structures auraient fermt leurs portes ; c'est d7ailleurs le cas du code rural 
et de la Cellule Nationale de Gestion des Ressources Naturelles qui suite au blocage des fonds 
qui leur ont ttC allouts au titre de la tranche l-A risque de faire des compressions du personnel. 

2. Pour ce qui est de la gestion des fonds, aucune reproche ne peut etre faite B l'tgard des 
structures chargees de cette gestion, sauf qu'on dkplore la lourdeur du processus d'engagement 
et de rhglement des dtpenses engagtes par les structures btntficiaires. En effet, le circuit est 
compost d'environt 25 points de contrale de passage. 

3. La situation actuelle des fonds est la suivante : 

- le montant total de la tranche 1 -A est de 55 1.000.000 de Francs CFA. Ce montant ne 
comprend pas les 8% des fonds fudiciaires dont la gestion revient B 1'USAID pour des 
dbpenses relatives aux activit6s du programme ; 

- le montant total allouC aux diffkrentes structures au titre du budget 1993 est de 
465.000.000 Francs CFA ; 

- le montant total des dkpenses engag& est de 323.972.392 Francs CFA. 

- le solde thkorique des fonds allouts et fonds engages est de 141.027.608 Francs CFA. 

I1 est important de souligner que tous les fonds engages, n70nt pas kt6 reellement rtgl6s au niveau 
de la banque ofi sont log& les fonds. Ceci est dQ A la lourdeur du processus d'engagement des 
dtpenses qui est celui du circuit normal des dtpenses engagees sur les ressources de 1 '~ ta t  et 
dont la durke varie de trois i5 six mois. A titre d'illustration, certaines dkpenses engagees depuis 
1993 par les structures bentficiaires sont jusqu'ici non reglees du fait de la non inscription sur 
le budget gkntral de 1 '~tat  par manque de rubrique qui leur sont propres. 

Cette contrainte constitue le seul blocage que connaft la mise en oeuvre du programme et i5 
laquelle il serait judicieux d'apporter une solution. 

4. Les 551.000.000 de Francs CFA representant les fonds de la tranche l-A sont 
loges au niveau d'une banque de la place dans un compte special et peuvent gknerer des intkrets. 
De cette s o m e ,  369.000.000 F CFA sont mis sur un compte op6rationnel qui lui ne g&n&re 
aucun intdret et sur lequel seront paytes toutes les dtpenses engaghs par les structures 
bbn6ficiaires. 

- Le solde, soit 182.000.000 sont actuellement sur le compte spkcial et ginkrent 
des intgrets. Pour faire la situation de ces fonds, il va falloir demander au gestionnaire (le 
Directeur des Financements, des Investissements et de la Dette) de faire le point sur la situation 
des fonds, car de son avis, le tresor doit lui adresst une lettre pour le retrait du BIC sur les 
dtpenses rtgltes (2% du montant) et prendre en compte les intCrets gkn6r6s. Le travail devrait 
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bien sQr Etre fait avant l'tvaluation, ce qui nous permettrait de voir clair au niveau des diffCrents 
soldes, ce qui ne fut pas le cas. 

En conclusion, il faut souligner que l'utilisation des fonds de la tranche 1-A n'a pas CtC aisCe 
pour les diffCrentes structures bCnCficiaires ; et, actuellement, il ne leur est plus possible de faire 
des engagements sur les fonds qui leur sont allou6s et pris en compte dans leur budget, car il n'y 
a aucune inscription dans ce sens au niveau du budget general de 1 '~ t a t  au titre de l'annk 1994. 
Pour permettre A ces structures d'engager ces fonds, il va falloir demander A la Direction GCnCr- 
ale du Budget de faire un report sur le budget 1994. Cependant, de l'avis des agents de la DAAF 
du Ministkre de 17Agriculture et de 1'~levage une demande vient d'etre faite dans ce sens auprks 
du Ministkre des Finances et du Plan. Aussi, de l'avis du Directeur des Financements, des Inves- 
tissements et de la Dette, pour l'utilisation des autres tranches, on aura plus besoin de ce long 
procesus, la gestion deviendrait c o m e  celles de fonds de Projets des autres bailleurs de fonds 
tels que la Banque Mondiale. Dans ce cas, le circuit sera constituC seulement de deux A trois 
points de passage au lieu de 25 dans la gestion des fonds de la tranche 1-A. Cependant, comrne 
la DAAFIDP pale  spkcifiquement de l'appui budgCtaire il serait difficile d'bchapper 2 ce proces- 
sus. NCanmoins, c o m e  le docurnment de projet offre la possibilite aux parties (USAIDI Gouver- 
nement du Niger) de convenir d'un mode de gestion de ces fonds, il serait indiquC que les deux 
parties exarninent la situation. 

5. La tranche 1-B destinCe aux ONGISecteur PrivC venait d'etre libCree et aucun engage- 
ment n'a 6t6 effectuC sur ces fonds, la gestion de ces fonds sera effectuCe par une unite de 
gestion, dont la coordination sera evoquke au niveau de la localisation des structures du projet. 

6. Afm de permettre une utilisation Cfficiente des fonds de contrepartie, il serait judicieux 
d'allCger le processus d'engagement des dkpenses au cas oii le systkme actuel sera maintenu. 
Mais le rnieux serait un systkme 2 deux ou trois points de passage pour les engarnents des 
dCpenses . 

V. Volet institutionnel 

Concernant l'assistance au titre du Programme S.D.S.A. 11, il est inddniable qu'elle a jouk et 
jouera un rale important dans la mise en euvre du programme. On peut ainsi affirmer que sans 
l'appui de 1'6quipe PRG, il serait difficile de rCaliser les rksultats actuels (satisfaction des 
conditions prealables de la tranche 1-B et prochainement celles de la seconde tranche au cours 
d'une m2me annCe "1994). Compte tenu de la diversit6 du programme et des volets d'activitks 
du secteur rural qu'il interesse, le renforcement de l'assistance technique est nkcessaire. Cette 
assistance technique doit s'appuyer sur les compktences locales disponibles, donc elle doit &re 
compos6e des consultants recrut6s sur le march6 international que local. 

La mise en ceuvre du programme sera effectuk conformCment au document du projet (DP) 
CvoquCe en son article 2. En effet, la coordination sera assurCe par le MF/P (DAEEFP), la gestion 
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financikre par le MF/P (DFID) et la mise en ceuvre technique par le Ministkre de 1'Agriculture 
et de 17~levage (DEP). 

Pour rendre l'assistance technique plus Cfficiente, elle sera repartie au sein des ministkres h 
charge du programme. 

A mon avis, le Conseiller au GRN sera loge B la CGRN dans sa forme ci-haut CvoquCe ; le Con- 
seiller en rCforme institutionnelle au niveau de la DAAF ; l'unit6 de gestion des fonds des 
ONG/Secteur privC au niveau de la DDR du Ministkre des Finances et du Plan (Service des 
ONG) et le Coordonateur des secteurs techniques (Chef d'Equipe) au niveau de la DEP et sera 
l'homologue du cadre dCsignC B plein temps pour assurer le suivi de la mise en ceuvre technique 
du programme, appuyC par les cadres de la DAEEF'P du Ministkre des Finances et du Plan. 

11 serait dam ce cas, judicieux d'kxaminer les termes de rkfkrence de chaque partie d'assistance 
technique au niveau du comitk de suivi des rkformes de politique initik au titre de la S.D.S.A ; 
comitC qui doit etre dynamisi afin qu'il puisse jouer pleinement son rcile dans le cadre du 
programme S.D.S.A. 

VI. Participation des ONG et autres institutions rurales h la GRN 

Bien que n'ayant pas eu l'ocasion de visiter un projet exCcutC par une ONG dans le cadre de 
cette Cvaluation, la visite de deux projets exCcutCs par des structures publiques (PDAAT, PSN- 
FDA), nous permet de faire les apprCciations qui suivent : 

- Un effort important de transfert de technologies en matikre de GRN est en train d'2tre 
fait, matCrialis6 par une certaine prise en charge de certaines realisations par les 
populations; 

- Une importante Cvolution voir changement de mentalit6 des paysans, qui tendent 
aujoud'hui vers une gestion intCgrCe de leurs ressources naturelles ; 

D'une rnani2z-e globale, on peut a f fmer  que les rkformes de politique initikes dans le cadre du 
programme S.D.S.A I1 cadrent bien avec les besoins exprimks sur le terrain. Et, bien que le 
programme S.D.S.A ne connait qu'un dkbut d'application, la realit6 de ce qui se passe sur le 
terrain, nous permet aussi d'affirmer que les r6formes envisag6es seront d'un-apport capital dans 
l'arnelioration de la gestion des ressources naturelles au Niger. 

Contrairement aux annCes antkrieures oh les paysans sont hostiles h certaines interventions (des 
structures publiques ou autres structures intervenant au niveau du secteur rural), on assiste 
aujourd'hui B l'acceptation de l'appui qu'offre les differentes structures au niveau du secteur 
rural. Les expCriences acquises sont en train d'etre capitalisCes par les paysans, qui expriment le 
besoin de voir se renforcer l'appui que leur apportent ces diffkrentes structures. Cet appui est 
nCcessaire et doit 2tre Ctalk sur une longue pCriode (environ une vingtaine d'annks pour voir le 
monde rural se prendre en charge au Niger). 
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Ainsi donc, on peut retenir comme contraintes aux interventions des differentes structures 
(publiques et privbs), l'insuffisance des moyens (materiels et financiers) destinks B la mise en 
oeuvre de leur stratkgie, l'inexpkrience du personnel technique d7appui et d'encadrement. A cela 
s'ajoute lYincapacitC ou le manque de volontt des ONG de toucher les zones rurales les plus 
affect& et ayant besoin d'assistance pour assurer une gestion rationnelle de leur milieu naturel, 
qui connait de plus en plus une dkgradation acckltree. 

Les paysans sont eux aussi limit& dans la mise en euvre ou l'adoption des techniques et 
experience acquises auprks des projets par le manque des moyens financiers nkcessaires B 
l'acquisition du petits materiel pour effectuer certaines rkalisations physiques notamrnent les 
travaux de CRSIDRS, de leur inorganisation et par l'analphabktisme. 

L'tquipe d'assistance technique pour la promotion des activites et de gestion des fonds des ONG 
prkvus au titre du programme, doit en termes de satisfaction des objectifs de la S.D.S.A. I1 ap- 
porter un appui en formation et en organisation aux institutions concernks par ce programme. 
Cet appui se justifie par le fait qu'une grande majoritk de ces institutions ont un personnel jeune 
et sans expkrience professionnelle suffisante pour leur permettre de mener B bien des telles 
activites. 

En terme de rapport de travail entre les structures administratives gouvernementales du Niger, 
1'IRG et lYUSAID, il doit y avoir une parfaite intkgration entre les services grouvernementaux 
et l'assistance technique, car dans les conditions normales de travail il reviendrait au 
Gouvernement du Niger de realiser les actions prdvues au titre du programme. 

D'ailleurs, l'assistance technique n'est nkcessaire que dans les domaines oh le Gouvernement 
nigerien ne dispose pas ou dispose de peu de compktences. Concernant I'USAID, elle doit suivre 
l'kvolution des activitks men& dans le cadre du programme et veiller B ce que les actions 
gouvernementales en matikre de rtformes de politique au niveau du secteur rural soient 
conformes B I'esprit de la S.D.S.A. 

Pour la gestion des fonds S.D.S.A. 11, l'assistance technique ne peut g6rer que les fonds destines 
aux activiks des ONG/Secteur priv6, car l'autre volet concerne les activites des structures 
administratives, prises en charge au niveau du budget gtnkral de 1 '~tat .  

A mon avis, confier la gestion de l'appui budgktaire h 1 '~ ta t  B une structure privee me parrait mal 
indiqu6 pace que cette intervention sera non conforme aux principes nationales en matihre 
dyelaboration du budget. Pour appuyer cette idCe, il est important de noter que le PAADIDP ne 
parlet specifiquement que de l'appui budgetaire 2i 1'~tat  et pour cette raison, il serait difficile 
dYCviter pour les prochaines tranches, le long processus d'engagement des d6penses (25 points 
de passage). Une clarification de cette situation entre le Gouvernement Nig6rien et celui des   tats 
Unis est necessaire. 
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VII. Suivi et evaluation 

A mon avis, en matikre d'klaboration d'un plan de suivi et kvaluation de la S.D.S.A. 11, l'on doit 
se limiter B la realisation des termes de reference de l'kvaluation du programme et le suivi doit 
quant 9 lui &re assur6 par un cornit6 conjoint Gouvernement du NigerIUSAID. Donc dans cette 
situation, le plan se lirnite 9 la dkfinition de la periodicit6 d'kvaluation du programme et celle de 
la tenue des rkunions du Comitk de Suivi. 

Les indicateurs d'impact et les bases de donn&s que l'on utilise actuellement sont 9 mon avis 
appropries et suffisants pour permettre une apprkciation du programme. 

I1 s'agissait notarnrnent des progr2s effectuks dans la rnise en oeuvre des rkformes prkvues au titre 
du programme ou celles concourant aux realisations des objectifs de la S.D.S.A. 11. Ceci peut etre 
appr6ciC 2i travers les activitks des structures publiques et privkes intervenant dam le secteur 
rural, qui ne sont lirnitees par aucune contrainte juridique. 

A l'avenir, les 6valuations des activitds des diff6rentes structures intervenant dans le secteur rural 
suffisent pour appricier l'impact du programme S.D.S.A. 11. 
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Annex H. Report: Fiscal analysis of conditions precedent and financial situation, 
Agricultural Sector Development Grant 11. 

Edward Karch 

Natural Resource Economist 
Consultant TR&D, Inc. 

3.1. Review of the uses of the Agriculture Sector Development Grant I1 counterpart 
funds and assessment of their relevance to the Agriculture Sector Development 
Grant I1 goals and purpose 

Tranche I of the program funding was split into two tranches of $2.5 million each, less 8 
percent that goes into a USAID programmed local currency trust fund. Tranche IA was re- 
leased in August 1992 and was used to support the budgets of eight structures under the tu- 
telle of the Ministry of Agriculture and Livestock and the Ministry of Hydrology and Envi- 
ronment. These structures are the Sous-Cornit6 de DCveloppement Rural, the Cellule-Gestion 
des Ressources Naturelles, the Secrktariat Permanent du Code Rural, the Direction des Etudes 
et de la Programmation, and the Direction des Affaires Administrative et Financikre of the 
Ministkre de 19Agriculture et de l"fi;levage, the Direction de 19Environnement of the Ministkre 
de 1'Hydrolique et de l'Environnement, the Facult6 dYAgronomie of the University of Niamey, 
and the Institut Pratique de DCveloppement Rural at Kollo. Tranche IB was released in May 
1994 and the funds were reserved to finance field activities of nongovernmental organizations 
and other local, private institutions and help support the institutional development of 
nongovernmental organizations. Tranche I1 also will be split to allow more rapid access to the 
portion that will provide budget support for selected Government of Niger institutions. 

These institutions all have some role in the area of intervention targeted for policy reform. 
The Sous-Comitk de D6veloppement Rural makes decisions regarding rural development, 
including natural resources management. The Cellule de Gestion des Ressources Naturelles is 
mandated to develop a natural resources management strategy and coordinate natural re- 
sources management policy. The Secretariat Permanent du Code Rural is i n  charge of devel- 
oping the Rural Code and regulations on resource tenure. The Direction des ~ t u d e s  et de la 
Programmation and Direction des Affaires Administrative et Financikre of Ministkre de 
19Agriculture et de 19~levage, are responsible for planning, management and administration of 
resources (human, equipment and financial) within Ministkre de 1'Agriculture et de 1 '~ l eva~e .  
The Direction de 1'Environnement of the Ministkre de 1'Hydrolique et de 1'Environnement is 
responsible for forestry policy, including the role of foresters, and the lead institution on 
developing a National Environmental Action Plan. The Facult6 d'Agronomie and the Institut 
Pratique de D6veloppment Rural are the primary training institutions for the Ministkre de 
lYAgriculture et de l'E1evage personnel. Operational support for these institutions will finance 
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many of the studies and other policy related activities required by the conditions precedents 
and the project strategy. However, in many cases, the relationship between this budget support 
and the project purpose and goal are only evident if one considers the entire program strategy. 
With the exception of the Secrktariat Permanent du Code Rural and the Direction de 1'Envi- 
ronnement, these institutions are not in direct contact with rural populations. But these are 
institutions where decisions are made that will impact income opportunities, the costs or 
opportunities to manage resources in a sustainable manner, and the rights and control of rural 
inhabitants over resources. 

3.2. Assessment of the relationship of counterpart funds use to the stated Government 
of Niger strategy and priorities for improved natural resources management 

The Government of Niger and other donors agree that the areas of natural resources 
management policy targeted by the Agriculture Sector Development Grant I1 for intervention 
are priority areas for the improvement of natural resources management policy in Niger. 
Counterpart funds used in these areas of intervention correspond directly to Government of 
Niger strategy and priorities for improving natural resources management. Improving the 
capacity of nongovernmental organizations and other local private institutions, that include 
rural associations, credit unions, groupements, and the like to support natural resources 
management and rural development is also a specific government strategy and priority. 
Improving planning, management and administrative capacity within the Ministcre de 
I'Agriculture et de l ' ~ l e v a ~ e ,  corresponds to the Government of Niger strategy rather than a 
priority to improve natural resources management. The Ministhe de 1'Agriculture et de 
1 ' ~ l e v a ~ e  directorates primarily responsible for the delivery of technical services are the 
Direction de 17Agriculture and the Direction de 19~levage et des Industries Anirnales, and they 
still have not received funding under the Agriculture Sector Development Grant 11.' 

3.3. Review of the overall management and problems encountered in disbursing the 
counterpart funds for operational support by the Government of Niger 

Two very serious problems have led to a complete blockage in the disbursement of 
counterpart funds, which at the time of this evaluation has lasted over six months. One 
problem relates to the transfer of residual funds from one annual budget to the next. The 
second problem is the long and slow bureaucratic process presently used for the disbursement 
of funds. A meeting of the Comitk Technique Interrninistkriel enlarged to include the 
Directors of Budget, Treasury and Taxes, was called to discuss a solution to the financial 
problems that are crippling the effectiveness of the Agriculture Sector Development Grant I1 
program. 

DA does receive substantial support from the World Bank financed Project de 
Renforcement des Services Agricoles. 

Tropical Research and Development, Inc. 
H-2 



All Government of Niger structures which were allocated budget support under tranche IA 
have a remaining balance of unused funds but have been unable to make additional 
expenditures since December 31, 1993. These existing funds cannot be spent because there 
are no budget lines for these activities in the 1994 national budget. The Government of 
Niger's treasury is not accustomed to handling funds earmarked for specific Government of 
Niger institutions and the Ministry of Finance and Plan does not automatically transfer 
remaining funds from one budget to the next. In the general case, unused budget allocations 
are returned to the national treasury for reallocation the following year. An arrgte' authorizing 
the transfer (report) of residual funds from the 1993 to the 1994 budget will be made only 
when it is possible to update the entire national budget. Budget support has been halted for 
over six months and it may be several more months before additional expenditures can be 
committed. 

The disbursement of funds has been very slow. The accounting and payment procedures for 
these earmarked funds channeled through the treasury system are so slow, that bills from late 
1993 are still being paid in June 1994. The International Resources Group Institutional 
advisor documented twenty-two steps in the process required for disbursement of the 
Agriculture Sector Development Grant I1 funds. Financial commitments for imported goods 
were disrupted by the devaluation. Imported goods, for which orders were already made but 
which were tied up in this disbursement process had to be reordered at double the cost, or the 
cancel the orders. A large portion of the unspent funds exists because of such canceled orders 
and the blockage of additional expenditures since December 31, 1993. 

The Agriculture Sector Development Grant I1 funds pass through the Ministry of Finance and 
Plan and the national treasury in the twenty-two step process mentioned above because they 
are officially labelled as budget support by US AID.^ The definition of budget support used 
by the Agriculture Sector Development Grant I1 contrasts sharply with the Government of 
Niger's concept of budget support. The Government of Niger's concept of budget support, 
based on normal operating procedures, is that funds are deposited in a general treasury 
account and used to pay salaries and other general Government of Niger expenses. The 
Government of Niger's treasury is not accustomed to handling funds that are not in the 
treasury account and that are earmarked to support specific government structures. These 
funds require special procedures in addition to the normally long and tedious administrative 
requirements and cannot be used for priority treasury expenses like salaries. The technical 
services of the Ministike de 1'Agriculture et de 1'8levage and the Ministhe de 1'Hydrolique et 
de 1'Environnement would like to avoid the treasury's procedures by returning to a project 
funding approach. However, this might create serious problems for USAID. 

2 The Direction du Trisor is a directorate within the Ministry of Finance and Plan. The 
Ministry of Finance and Plan is responsible for handling most of the Government of Niger's 
financial resources but uses different procedures depending on the origin and use. The 
treasury is involved in handling ASDG I1 funds only because it is termed "budget support". 
It is because of this processing through the treasury that the procedure includes 22 steps. The 
Ministry of Finance and Plan has simpler procedures for other types of funds, but is obliged 
to use this complex process for budget support. 
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USAID decided to use the budget support approach and have funds accounted for in the 
treasury disbursement process to avoid having to account for the funds all the way through 
final expenditure under USAID procedures. USAID procedures are in fact about equally 
torturous as those of the Government of Niger's treasury and would likely require the 
presence of an expatriate financial manager on the International Resources Group technical 
assistance team. This will become necessary if the program is considered by USAID to be 
using a project funding approach. 

A third financial problem is that accounting records show the wrong amount in the fund for 
the Agriculture Sector Development Grant I1 budget support to the Ministhe de lYAgriculture 
et de 17~levage. The 1993 budget lacked specific funding support and therefore a specific 
budget line item to fund the agricultural campaign. The Ministry of Finance and Plan 
originally thought that the Agriculture Sector Development Grant I1 "budget support" could be 
used for these purposes and attributed the expenses to the Agriculture Sector Development 
Grant I1 budget support budget line. These funds were safely stored in separate bank accounts 
and were never accessed to fund the agricultural campaign. But the accounting glitch has 
remained and for reasons not apparent to the evaluation team, have not been resolved. But the 
transfer of the remaining Agriculture Sector Development Grant 11 funds .attributed to the 
1993 budget cannot be transferred until this accounting glitch is corrected. 

This accounting glitch, along with others in the Ministry of Finance and Plan and treasury 
disbursement process, demonstrate the peculiarity of these funds which are called budget 
support but cannot be used for general Government of Niger expenses, and which special 
handling. Some the Agriculture Sector Development Grant I1 bills were paid directly from 
general treasury funds and others were attributed to the budget support of other donors. While 
the treasury is supposed to retain two percent of all funds spent as treasury revenue support, it 
has not arranged to have the two percent of the Agriculture Sector Development Grant I1 
funds spent transferred to the treasury. All of these factors indicate that the Government of 
Niger needs a clearly defined and preferably simplified accounting and fund disbursement 
process for the Agriculture Sector Development Grant I1 funds. 

The Government of Niger and USAID need to determine how the existing system for the 
disbursement of funds can be made to work more effectively, or what more functional system 
can be substituted in its place. Budget support which is only available three or four months of 
the year will not allow the program to progress normally, or support the achievement of the 
Agriculture Sector Development Grant I1 objectives. In order to reduce the bureaucratic 
hassles, the Government of Niger and USAID need to negotiate some intermediate approach 
which is not considered budget support by the Government of Niger, and which is not 
considered project funding by USAID. This may be possible because the Agriculture Sector 
Development Grant I1 program funds do not conform to the Government of Niger's definition 
of budget support, even if they are called budget support by USAID. 

If the present disbursement process continues to be used, a possible solution would be for the 
Agriculture Sector Development Grant I1 to fund one or two positions within the treasury, 
which would handle all of the Agriculture Sector Development Grant I1 accounting. These 
individuals would then become accustomed to the peculiarities of handling these funds and 
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could process them more quickly and accurately than at present. Another alternative might be 
to contract a local accounting firm to provide personnel to help with this accounting process. 

The financial reports required for tranche I1 (Section 4.2.A.5 of the grant agreement) have not 
yet been submitted to USAID. These reports must be completed and procedures established to 
ensure that the reports for future tranches are presented in a timely manner. 

3.4. Review of the status of the nongovernmental organizations and private-sector 
fund and the potential of its use by nongovernmental organizations and other 
private-sector institutions in natural resources management 

The entire $2.5 million3 of tranche IB was placed in the nongovernmental organizations and 
private-sector fund and 70 percent of the $1.75 million4 tranche IIB is programmed to 
provide continued support. The fund is inactive pending the amendment of the International 
Resources Group's contract to establish a grants management unit that will manage these 
program funds and promote natural resources management activities and the institutional 
development of these local institutions. The scope of work for the grants management unit 
has been established by USAID and sent to the contract office, but at the time if the 
evaluation (May-June, 1994), the International Resources Group had not received or had a 
chance to reply to this scope of work. If things go smoothly, a grants management unit could 
be established about December 1994. 

One estimate indicates that there are about sixty-five international nongovernmental 
organizations and about eighty to one hundred local nongovernmental organizations now 
operating in Niger. Restrictions on nongovernmental organizations prior to 1988 means that 
most local nongovernmental organizations are still in a nascent stage and many consist of 
little more than a post office box address. One of the important needs of the nongovernmental 
organizations subsector and one of the important contributions which this nongovernmental 
organizations and private-sector subcomponent can make is to support the development of 
institutional capacity among nongovernmental organizations and other local private-sector 
institutions. Nongovernmental organizations and other local, private-sector institutions have an 
important role to play in many Government of Niger and donor programs, such as the 
Agriculture Sector Development Grant 11, the Disaster Preparedness and Mitigation program 
of USAID, cooperative and credit union programs, the World Bank-financed Gestion des 
Ressources Naturelles, and the World Bank-finance Reform of Agriculture Serviced Program 
projects. Development of these institutions will serve many needs. This subcomponent will 
also give the Agriculture Sector Development Grant I1 some practical field-level activities 
which directly benefit rural inhabitants and improve natural resources management. 

Less the 8 percent for the USAID programmed local currency trust fund. 

Less the 8 percent for the USAID programmed local currency trust fund. 
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The program design and program grant agreement call for a minimum of 30 percent of the 
$20 million program funds5 to be used to fund nongovernmental organizations and local, 
private-sector institution natural resources management activities. This implies a minimum of 
$5.5 million in funds will be made available to nongovernmental organizations and local 
private-sector institutions and this funding will only become accessible in the final year of the 
original five-year life of the project. It is unlikely that the nongovernmental organizations and 
local, private-sector institutions can absorb and efficiently use a large amount of funding in a 
shoa amount of time, given their limited institutional capacity. This is one of the reasons for 
the evaluation team recommendation to extend the project by three years. Extending the 
project will greatly improve the chance that field activities can be implemented successfully. 

If for any reason the program and the project is not extended or the grants management unit 
is delayed further, USAID should consider establishing an endowment fund with these 
nongovernmental organizations and private-sector funds. The annual proceeds from investing 
this capital fund would then be used to support nongovernmental organizations and local, 
private-sector institutions over an indefinite period of time. 

3.5. Recommendation of ways to improve the effectiveness of counterpart funds and 
the resource transfer component of the program 

The most obvious increase in effectiveness would be to bring about the release of funds so 
that Government of Niger's structures could implement those activities which have been 
programmed to meet the Agriculture Sector Development Grant I1 objectives. The present 
system of accounting and disbursement of program funds is not functioning. While project 
implementation continues through the International Resources Group contract, program 
implementation is practically at a standstill. The Government of Niger's structures receiving 
funding from the Agriculture Sector Development Grant I1 have been unable to spend any 
funds for over six months, with no solution in sight. Until the administrative problems with 
program finances are solved, program implementation cannot progress. These problems must 
be rapidly resolved in order for the Agriculture Sector Development Grant I1 to have any 
chance of achieving its program objectives. 

A way must be found to process fund disbursements more rapidly and to provide the 
Government of Niger's structures receiving the Agriculture Sector Development Grant I1 
funds with adequate access to the funds which they have been allocated. Unless the 
Government of Niger rapidly proposes solutions which are satisfactory to USAID, the 
Agriculture Sector Development Grant I1 will need to contract an accounting and financial 
management consultant to investigate and propose appropriate solutions. In the extreme case 
where a satisfactory solution cannot be found, USAID will have to consider projectizing the 
program and doing the financial administration internally. While this is a potential solution to 
the problems of administrating finances, it would necessitate compliance with USAID 
financial management requirements. Financial management in the project and in the USAID 

Less the 8 percent for the USAID programmed local currency trust fund. 
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controllers office would absorb a significant sum and reduce the funding available to the 
Government of Niger. 

Another factor which should significantly improve the effectiveness of counterpart fund use 
and resource transfer is the startup of the nongovernmental organizations and private-sector 
subcomponent. To date, most funds have been spent on national level institutions which 
control various aspects of natural resources management policy. Yet the program and the 
project purpose are stated in terms of impact on rural inhabitants. The nongovernmental 
organizations and private-sector subcomponent will be the primary element of the program 
and the project which has field level activities, which (if successful) will directly impact rural 
inhabitants. Monitoring of these field-level activities which are required as a condition of 
receiving a grant will also provide a primary means of monitoring the effects of policy 
reform. 

The Agriculture Sector Development Grant I1 encountered serious delays in satisfying 
conditions precedents for the release of funds, fielding a technical assistance team, starting the 
nongovernmental organizations and private-sector subcomponent, and disbursing funds 
allocated to the Government of Niger's structures. Given these delays, the effectiveness of the 
counterpart funds and resource transfer can be enhanced by extending the project by three 
years, until December 31, 1998. This will return the program and the project to a time frame 
similar to that proposed in the original project design. 

There is a potential contradiction in two of the Agriculture Sector Development Grant I1 
objectives and strategies between the promotion of natural resources management and the 
balancing of operating funds and programs in the program budgeting intervention. The use of 
the Agriculture Sector Development Grant II funds to finance selected activities and 
investments related to natural resource management is a very effective way to promote natural 
resources management. Yet the Ministhe de 19Agriculture et de 17~levage and the Minis&re 
de 1'Hydrolique et de I'Environnement are so short of operating funds that any use of the 
Agriculture Sector Development Grant I1 funds for investment purposes will aggravate the 
imbalance. The Agriculture Sector Development Grant I1 will have to make a decision as to 
which of these objectives is more important. 

4. Conditionalities 

The general strategy of the project design was to specify a conditions precedent related to 
each area of intervention for each of the four tranches of program funding. It apparently was 
felt that this progression of conditions precedents was necessary to promote the desired 
progress in each area of intervention. With the addition of some general conditions precedents 
the result is a total of sixty-one itemized conditionalities in forty-eight separate conditions 
precedents. One of the general conditions precedents is that additional appropriate conditions 
precedents will be negotiated for tranches I11 and IV. The program already has so many 
conditionalities that tracking conditions precedent satisfaction impedes effective and efficient 
project implementation. The program related personnel spend as much time tracking 
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conditions precedent satisfaction as implementing the technical programs that the conditions 
precedents were supposed to engender. The evaluation team recommends streamlining the 
conditions precedents and considering the elimination of the conditionalities related to 
decentralization and to the Gestion, Administration et Rkforrnes Institutionnelles 
subcomponent. The Agriculture Sector Development Grant I1 needs to seriously analyze the 
rationale for the remaining conditionalities and any new conditions precedents which are 
proposed. An existing report from an International Resources Group consultant provides a 
preliminary analysis and establishes a solid basis for the type of process which is necessary to 
evaluate which conditions precedents are worth maintaining or adding. 

Note: A basic lesson learned which emerges from this evaluation is that using an avalanche 
of conditions precedents is not an effective and efficient way to promote program 
implementation. 

One of the problems of the program (NPA) approach, as opposed to the well known project 
approach, is that there are few if any national staff who receive salaries or other incentives 
specifically to implement program activities and who work toward the achievement of 
program objectives. The project design did not carefully address which institutions ahd which 
individuals would be specifically responsible for program related activities and objectives. 
This is probably due to the instability of the Government of Niger's structures during that 
period and the concept that this would be handled in the "rolling design". Program 
implementation has not yet addressed those questions sufficiently. This question needs to be 
addressed by the Government of Niger and through negotiations between the Government of 
Niger and USAID to determine who is responsible for the administration of the process of 
satisfying conditions precedents and for other aspects of program administration. Assigning a 
national coordinator to the Agriculture Sector Development Grant I1 program and project 
appears to be one important aspect of a potential solution. 

4.1. Assessment of progress related to achievement of conditions precedent for the 
transfer of funds. 

The Agriculture Sector Development Grant I1 program was authorized and the Grant 
agreement signed in August 1990. The transfer of funds was planned to take place in four 
tranches of $5 million each6 over the life of the project. Following delays in the program and 
the project start-up, tranche I was split in two tranches of $2.3 million each to allow the 
Government of Niger access to a portion of the funds, after achieving about one-half of the 
conditions precedents specified for tranche I. This was done as a supplement to the program 
assistance approval document signed on August 17, 1992, and resulted in the amendment 
number two of the program grant agreement signed on August 21, 1992. Tranche IA was 

ti Less eight percent which goes into a USAID programmed local currency trust fund. This fund supports 
USAID 's cost of managing the ASDG I1 program, including the salaries of the Natural Resource Specialist and 
FSN assistants to the Natural Resource Specialist and the Project Officer. 
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released in August 1992 in this manner. The conditions precedents for the rest of tranche I 
were satisfied in March 1994, and tranche IB was released in May 1994. 

The International Resources Group Team report "The State of Advancement of the Execution 
of the Plan of Action for the Satisfaction of the Conditions Precedent for the Disbursement of 
the Second tranche" dated May 23, 1994, summarizes the situation with regard to satisfaction 
of the sixteen tranche I1 conditions precedent: 

15 conditions precedents The activities are planned or in progress. 
1 conditions precedent The activity has been accomplished and the necessary 

correspondence is being processed. 
0 conditions precedent The conditionality is officially recognized as having been 

satisfied. 

At the Cornit6 Technique Interminist6riel meeting on June 8, 1994, the committee agreed to 
split tranche 11. Tranche IIA will consist of $3.25 million (less eight percent) to provide 
budget support for the Minist&re de lYAgriculture et de lY~levage and the Minist&re de 
1'Hydrolique et de lYEnvironnement structures. Of that budget support, 60 percent will be used 
for investment and 40 percent will be used for operational support. Tranche IIB will provide 
an additional $1.75 million (less eight percent) for nongovernmental organizations and other 
private-sector institutions, with 70 percent oriented towards nongovernmental organizations 
and 30 percent toward private-sector institutions, primarily cooperatives, credit unions, 
groupements or other local community institutions involved in natural resource management. 
Seven or eight of the conditions precedent that can be completed by July-August 1994 will 
be assigned to tranche IIA. The other eight or nine conditions precedent will be assigned to 
tranche IIB, with the expectation that they can be satisfied about by the end of 1994. 

Satisfaction of tranche I1 conditions precedent are presently hindered by the financial 
problems previously cited. Satisfaction of many of the conditions precedent for tranche I1 are 
delayed because the institutions financed with funding from tranche IA cannot access the 
remaining funds to finance the activities required. Unless a solution is rapidly found to these 
financial problems, it may not be possible to satisfy all of the tranche I1 conditions in 1994. 

In the first three and one half years of the planned five-year project, conditions precedent 
have been satisfied for one of four $5 million tranches of program funding. About one-third 
of the funds for that $5 million tranche I were disbursed as of June 1994, and it is unlikely 
that more than one-half will have been disbursed by the end of 1994. A portion of tranche 
IIA funding could theoretically be disbursed by the end of 1994, but this is probably unlikely 
given the present financial problems. The satisfaction of conditions precedent and 
disbursement of funds for tranches 111 and IV remain to be addressed. The present project 
assistance completion date of December 31, 1995, is therefore a constraint on the successful 
satisfaction of conditions precedent and the rational disbursement of funding. The program 
and the project objectives continue to be valid and the Agriculture Sector Development Grant 
I1 appears to have the potential to meet many of these objectives. The evaluation team 
recommends that the project assistance completion date be extended to December 31, 1998, to 
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allow for the completion of the program and the project activities and objectives. Given the 
delayed project start-up, this would return the Agriculture Sector Development Grant I1 to a 
five-year time frame comparable to that in the original program and project design. 

4.2. Evaluation of the conditionalities for all the policy areas and verify their current 
validity 

Reference numbers refer to the article, section, and paragraph of the program grant agreement 
as amended to split tranche 1. 

4.2.1.1. Natural resources management policy conditionalities 

National natural resources management policy and program 

4.1.A.6(a) Tranche IA A plan to harmonize and coordinate various programs concerned 
with natural resource policy and planning was elaborated and 
adopted by the grantee for incorporation into an overall plan. 

4.2.A.l(a) Tranche I1 Demonstrated progress in the development of a national natural 
resources management policy and overall program. 

4.2.B.l(a) Tranche 111 National natural resources management policy and strategy and 
program completed and adopted. 

4.2.C.l(a) Tranche IV Demonstrated progress in the implementation of the national 
natural resources management policy and program. 

Developing a national natural resources management policy and strategy are core objectives 
and program priorities and an appropriate subject for conditions precedent. The crucial 
Tranche I11 condition can be satisfied in the proposed extended project time frame. With 
regard to streamlining conditions precedent, one can ask whether the tranche I1 and tranche 
IV conditions are necessary, assuming that the Agriculture Sector Development Grant I1 
accepts that a conditions precedent is not necessary for each area of implementation in each 
tranche. The tranche I1 condition will automatically be fulfilled in satisfying the crucial 
tranche I11 condition. The satisfaction of the tranche IV condition is focused on 
implementation rather than policy development and is so flexible that satisfaction is almost 
automatic. With regard to the streamlining the total number of conditions precedent, one 
should ask whether some vague indication of policy implementation is an appropriate 
condition. One must also ask if any condition which is nearly automatic is necessary or 
useful. 
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Conservation of biological diversity 

4.2.A.6(b) Tranche IA The terms of reference for a national biological diversity 
assessment have been elaborated and adopted by the grantee. 

The condition concerning the conservation of biological diversity was fulfilled in tranche IA. 
This was the only conditions precedent planned concerning biological diversity and primary 
responsibility for this area of implementation has now passed to other donor programs. 

Code Rural 

4.2.A.6@) 

4.2.A.l@) 

4.2.B.l@) 

4.2.C.l@) 

Tranche IA 

Tranche 11 

Tranche 111 

Tranche IV 

The Land Tenure Center, the University of Michigan, and the 
Government of Niger studies on natural resources management 
tenure issues related to the Rural Code have staaed. 

Demonstrated progress in achieving the objectives of the Rural 
Code project including the incorporation of the principle 
recommendations from the studies into the Rural Code. ' 

Demonstrate additional progress in the implementation of the 
revised Rural Code. 

Demonstrate additional progress in the implementation of the 
revised Rural Code. 

Security of resource tenure is a priority policy objective of the Agriculture Sector 
Development Grant I1 program and project. The principle orientations of the Rural Code was 
established and a limited effort has been made to publicize them. Application of the principles 
orientations depends on the content of accompanying regulations. The efforts of the 
Commissions Foncihres in seven arrondissements to apply these regulations will test their 
appropriateness and provide a basis for any revisions deemed necessary. The primary 
constraint on establishing the pilot Commissions Foncihres is the fact that the Agriculture 
Sector Development Grant I1 funding to the Secrhtariat Permanent du Code Rural is presently 
not accessible. Testing the regulations and their initial revision will likely require most of the 
extended life of the project. Nationwide implementation of revised Rural Code will probably 
require about a generation to accomplish. As in the previous case, satisfaction of the 
conditions precedents is not a problem. With regard to potential streamlining of the total 
number of conditions precedent, one must ask whether "demonstration of additional progress" 
is meaningful or useful as a conditionality. 

Decentralization 

4.2.B.l(a) Tranche IB Elaborate and adopt a terms of reference for an in-depth joint 
study on needs for and options available in decentralization 
related to natural resources management. 
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4.2.A.l(c) Tranche I1 Complete the study on decentralization of natural resources 
management and adopt the recommendations of the study. 

4.2.B.l(c) Tranche I11 Demonstrate progress in the implementation of the Government 
of Niger's decentralization policy, specifically implementation of 
the study recommendations. 

4.2.C.l(c) Tranche IV Demonstrate additional progress in the implementation of the 
Government of Niger's decentralization policy. 

The conditionalities concerning decentralization no longer seem very relevant, given recent 
events. The Government of Niger recently created a Ministry of Regional Administration and 
Decentralization (MRAD) and a law on decentralization has been presented to the National 
Assembly for consideration. The Agriculture Sector Development Grant I1 financed 
decentralization study is not yet finalized. The program has significant implementation 
problems trying to work with three ministries and it does not appear appropriate to add a 
fourth ministry. While decentralization remains an important policy objective, significant 
progress in implementation will require twenty to thirty years. The conditionalities on 
decentralization should be eliminated and the program limited to those other activities in the 
three ministries originally targeted that will promote decentralization, such as the 
nongovernmental organizations component, Rural Code, and improvements in the Ministibe 
de 1'Agriculture et de 1 ' ~ l e v a ~ e  administration. 

The role of the forestry agent 

Tranche IB 

Tranche I1 

Tranche I11 

Tranche IV 

Elaborate and adopt the terms of reference for an in-depth joint 
study on forestry agent field experience. 

Complete the study on forestry agent field experience and adopt 
the principal recommendations of the study. 

Implement the previously adopted recommendations of the study 
on forestry agent field experience. 

Demonstrate additional progress in the implementation and 
application of adopted recommendations of the study on forestry 
agent field experience. 

The role of the forester is closely linked to resource tenure. The foresters have not been 
successful at protecting the national forests from deforestation by woodcutters and 
agriculturalists who clear the land. The government does not have the resources to improve 
this protection, to say nothing of the large areas of common land. Yet farmers have often 
been fined for cutting or otherwise exploiting trees in their own fields, while the forest 
service licenses total strangers to decimate the limited forest resources of their village 
common lands. Improving resource management requires that farmers have the right to 
exploit and benefit from resources which they manage and that local communities have the 
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right to exclude strangers and make users pay for access to the use of village resources. Even 
protection of the national forests depends on the active participation of local communities. 
Such participation is only likely if these communities receive benefits from the forest which 
provide an incentive to protect it. This new orientation requires a forest service which is less 
intent on policing and fining rural populations for their use of needed forest resources. It 
requires foresters who are more focused on facilitating the improved management of existing 
forest resources and increased production of trees. 

The critical result here is the completion of the study and the implementation of its 
recommendations. Again, one must ask if some vague indication of progress is an appropriate 
conditions precedent. 

4.2.1.2. Conditions for the institutional component 

Management information system 

Tranche IB 

Tranche I1 

Tranche I1 

Tranche I11 

Tranche IV 

Elaborate the terms of reference for development of a ' 

computerized information system for better human and financial 
resource management in the Ministkre de 1'Agriculture et de 
1 ' ~ l e v a ~ e  and begin data collection. 

Develop and commit to implementation of an action plan for the 
installation of systems for subsectoral and regional information 
and coordination of development activities in the Ministgre de 
17Agriculture et de 19Elevage. 

Establish an information system on personnel, equipment, and 
infrastructure in the Minist5re de 1'Agriculture et de lY~levage. 

As part of the information system for better human and financial 
resource management in the Ministgre de 1'Agriculture et de 
l ' ~ l e v a ~ e ,  establish: 

1. A system of job descriptions. 
2. A geographical information system. 

Implement a system of job descriptions as part of the Minist5re 
de 1'Agriculture et de 1781evage's information system. 

At present, only a limited number of Minisere de 17Agriculture et de 17Elevage personnel 
have basic computer skills. Fewer yet have knowledge of sophisticated computer applications. 
The Gestion, Administration et REformes Institutionnelles advisor does not have counterparts 
in the critical Direction des Affaires Administrative et Financikre services responsible for 
personnel, equipment and financial management. Few personnel regularly use computer 
applications to improve their work performance and no one is trained in the use of 
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sophisticated databases. While the project can establish the databases and a sophisticated 
management information system, it is not evident that the Ministkre de 17Agriculture et de 
1 ' ~ l e v a ~ e  personnel can or will manipulate the data and system to improve management. 
Improved management skills would benefit the Ministkre de 17Agriculture et de 171?levage, but 
this is a case of inadequate needs assessment and an inappropriate solution. A sophisticated 
application is being introduced before personnel have the skills to use even basic computer 
applications. 

If the Gestion, Administration et Rgformes Institutionnelles continues, it should focus more on 
introducing basic management skills and information systems and allow the skill level and 
needs of personnel to determine the level of sophistication of tools that are to be used. New 
information systems should allow the identification of resource use by subsector and region, 
but this may take time. This information may provide the Ministkre de 1'Agriculture et de 
1 ' ~ l e v a ~ e  some leverage when negotiating with donors about program and project location, 
but resource allocation by subsector and region will still be very dependent on donor 
decisions. The conditions precedent requiring development of a geographic information 
system in the Ministhre de I'Agriculture et de l'$evage should be eliminated. Several 
institutions in Niger have geographic information system and the capacity to do geographic 
information system applications. If a geographic information systems product is deemed 
necessary, one of these institutions should be hired to produce it. The conditions precedent for 
a revised Gestion, Administration et Rgformes Institutionnelles should ensure that counterparts 
are provided in each of the critical Direction des Affaires Administrative et Financikre 
services. Other changes necessary in this series of conditionalities are discussed in more detail 
in the section on institutional reform. 

Personnel management policy 

4.2.B.2@) Tranche Il3 

4.2.A.2(c) Tranche 11 

4.2.B.2@) Tranche I11 

Elaborate and adopt the terms of reference for a study on human 
potential and personnel assignment policy in the Ministkre de 
l'hgriculture et de lY~levage. 

Implement the study on the human potential and personnel 
assignment policy of the Ministkre de 1'Agriculture et de 
1 '~ l eva~e .  

1. Determine criteria for the selection of: 
a. personnel to be trained. 
b. fields of training. 

2. Define technical assistance needs related to number one. 
3. Define a strategy for monitoring personnel careers. 
4. Adopt and implement recommendations of the study on 

the Ministkre de I'Agriculture et de 1 ' ~ l e v a ~ e  personnel 
assignment. 
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4.2.C.2(b) Tranche IV 1. Put in place a personnel career monitoring strategy. 
2. Implement a training plan. 
3. Put in place measures for ensuring relevancy of training 

to employment. 

The Ministkre de 17Agriculture et de l'$evage has little control over the recruitment of new 
agents. The Ministkre de 19Agriculture et de 19~levage is assigned a number of candidates 
each year in a political process which attempts to find jobs for all graduating students. While 
many of the candidates will be graduates in agronomy, animal science, or forestry, some will 
not have any agricultural related training or background. Job descriptions are largely limited 
to degree level and title to allow the incorporation of all available candidates. Most candidates 
require experience and additional training before they are really qualified for ministry 
positions. 

The civil service system determines a person's grade on the basis of their degree level and 
salary on the basis of grade and years of service. The ministry has little ability to reward 
performance. Access to degree training, which determines grade and salary, is also controlled 
by regulations of the civil service system and the Ministry of Finance and Plan. The'rninistry 
looses some of its better personnel to projects, nongovernmental organizations, and other non- 
governmental organizations that can pay a higher salary and can select employees on the basis 
of qualifications and performance. 

Job descriptions and personnel profiles could be useful in matching jobs and human resources, 
but may conflict with or be marginalized by the nationally mandated process for recruiting 
candidates. The nationally mandated system also allows little flexibility to reward good 
performance or punish poor performance. A training plan developed by the Food and 
Agriculture Organization of the United Nations a few years ago has not been used. In the 
future, the major source of practical training is likely to be provided in the training and visit 
program of the World Bank-financed Reform of Agriculture Serviced P r o g r d N V A  project. 
While, the activities identified in the conditions precedent are a good thing to do, it is not 
likely that they can achieve their policy objectives or are sufficient to have a major impact on 
the selection of candidates for positions and training. While the conditions precedent present a 
whole strategy for making margin improvements in the personnel management within the 
Ministbe de 1'Agriculture et de l ' ~ l e v a ~ e ,  one must question whether it is appropriate to 
present the strategy in the form of nine separate conditions precedent for a single area of 
implementation. 

Promam budgeting system 

4.2.B.3 Tranche IB Plan and schedule a workshop on management by objectives. 
The purpose of the workshop is to elaborate a program 
budgeting system and guidelines for assuring the conformity of 
donor project and the Ministkre de 1'Agriculture et de 1 ' ~ l e v a ~ e  
program budgeting systems. 
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4.2.A.2(d) Tranche I1 Hold the management by objectives workshop. 

4.2.B,2(c) Tranche I11 1. Define and adopt a management by objectives system. 
2. Make progress in the improvement of project design, 

programming, coordination, and management. 
3. Establish a program budgeting system. 
4. Establish a system for annual activity planning and 

budgeting. 
5. Elaborate guidelines on the conformity of the Ministkre 

de lYAgriculture et de 17Elevage the program budgeting 
system and donor projects. 

6. Hold a workshop explaining guidelines. 

4.2.C.2(c) Tranche IV Annual work plans derived from the program budgeting system 
are in use in two departments of the country. 

The Ministhe de lYAgriculture et de lY~levage does not control the allocation of financial 
resources between investment and operating, recurrent budgets. This allocation is determined 
by the Ministry of Finance and Plan and the National Assembly in the political process which 
established the national budget. Given the Government of Niger's lack of financial resources, 
ministries typically receive much smaller allocations for operating budgets than requested, but 
do not have the authority to reduce the scope of their program. Under the continuing 
conditions of financial crisis, implementation of a program budgeting system will not likely 
result in improved operating budgets or an appropriate balance between operating budgets and 
programs. 

Donors provide 95 percent of the Government of Niger's investment budget. Many donors, 
including USAID, do not consistently provide operating funds in their projects and expect the 
Government of Niger to cover recurrent costs of projects. The planning involved in a program 
budgeting system may provide the Minist5re de 19Agriculture et de lY~levage with additional 
leverage for negotiating improved operating budgets with donors, but the decision will still 
remain with the donors. 

At present, most planning and budgeting is done by the technical services at the national 
level, rather than in the dkpartements or arrondissments. Until this planning and budgeting is 
effectively decentralized, producing annual work plans at the dkpartement Level is of 
questionable utility. 

Under these circumstances, it seems unlikely that implementing a program budgeting system 
can achieve the objective of establishing an appropriate balance between operating budgets 
and programs. It can perhaps help technical services make more effective use of the small 
operating budgets they do receive. Once again, nine conditions precedent seems like overkill, 
particularly when the premise upon which this area of implementation was based is faulty. If 
this subcomponent is retained, then the conditions precedent for tranches 111 and IV should be 
rewritten to reflect objectives which might realistically be obtained, that is that marginal 
improvements in programming and in the budgeting of limited resources. 
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National policv on nongovernmental organizations 

Tranche IB 

Tranche I1 

Tranche I1 

Tranche I11 

Tranche IV 

Complete a review of the Government of Niger's regulations 
governing the existence and operation of nongovernmental 
organizations in Niger by a committee of nongovernmental 
organizations, USAID, and the Government of Niger's 
representatives. Draft an action plan for any necessary revisions. 

Hold a Government of Niger-nongovernmental organizations 
roundtable with respect to nongovernmental organizations and 
issue an action plan for the implementation of the 
recommendations made at the roundtable. 

The Ministry of Finance and Plan publishes the regulations and 
action plan developed by the committee established under 
tranche IB and promotes a vast public information and awareness 
campaign concerning the regulations. 

Make revisions or changes to regulatory texts to provide specific 
permission for nongovernmental organizations to operate in 
Niger and serve in community development roles in rural areas 
with direct contacts with community organizations. 

Hold a second Government of Niger-nongovernmental 
organizations roundtable meeting and formulate an action plan 
for the implementation of the recommendations made at this 
meeting. 

A Government of Niger-nongovernmental organizations workshop addressed the question of 
revisions or changes needed in regulatory tests and determined that no revisions or changes 
are necessary. Given this conclusion, the tranche I11 conditions precedent appears to be 
superfluous. The workshop did conclude that many nongovernmental organizations and 
government personnel do not know the existing regulations and that wide distribution of these 
texts was needed among other efforts to improve public awareness concerning 
nongovernmental organizations opportunities and responsibilities. 

National policy on rural associations 

4.2.A.20 Tranche I1 1. Complete a review of the status of policy reforms 
accomplished under the Agriculture Sector Development 
Grant I and actions taken under tranche I with regard to 
rural associations. Agree with USAID on any new 
conditionality required to maintain progress in the 
development of economically viable cooperative 
movement and rural credit union systems. 
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4.2.B.2(e) Tranche I11 

4.2.C.2(e) Tranche IV 

2. Agree to contribute the Franc Communautt5 Financikre 
Africaine the equivalent of $1 million U.S. dollars from 
tranche I1 to a bank guarantee fund for cooperatives 
operated under the Rural Organizations Development 
Project 683-0260 being implemented by CLUSA. 

3. Agree that this guarantee fund can continue to operate 
after the completion of the Agriculture Sector 
Development Grant I1 program as long as management 
systems are in place and operations that meet normal 
banking standards. 

Complete a review of the status of policy reforms 
accomplished previously and actions taken under tranche 
I1 with regard to rural associations. Agree with USAID 
on any new conditionality required to maintain progress 
in the development of economically viable cooperative 
movement and rural credit union systems. 

Complete a review of the status of policy reforms 
accomplished previously and actions taken under tranche 
I11 with regard to rural associations. Agree with USAID 
on any new conditionality required to maintain progress 
in the development of economically viable cooperative 
movement and rural credit union systems. 

This is a continuation of the Agriculture Sector Development Grant I activities to promote the 
establishment of a viable private sector. There seems to be some question whether the $1 
million addition to the guarantee fund is needed at this time. The latter conditions precedent, 
which consist of a review of policy reforms regarding rural associations and agreement on 
any new conditionalities required, seems to be a particularly appropriate translation of the 
rolling design concept. Among other things, this would allow supplementing the guarantee 
fund when additional funding becomes necessary. This review of policies and agreement on 
any additional conditionalities deemed necessary might serve as a general model for follow-up 
in the other areas of implementation. 

4.2.1.3. General Conditionalities 

Continued promess 

4.2.B.5 Tranche Il3 Evidence that the grantee has not discontinued, reversed, or otherwise 
impeded any action it has taken in satisfaction of any of the conditions 
precedent under the Agriculture Sector Development Grant I program. 

4.2.A.6 Tranche I1 The grantee has not discontinued, reversed, or otherwise impeded 
any action it has taken in satisfaction of any of the conditions 
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4.2.B.6 Tranche I11 

4.2.C.6 Tranche IV 

precedent under the Agriculture Sector Development Grant I 
program or any of the conditions precedent under tranche I of 
the present grant. 

The grantee has not discontinued, reversed, or otherwise impeded 
any action it has taken in satisfaction of any of the conditions 
precedent under the Agriculture Sector Development Grant I 
program or any of the conditions precedent under either tranche 
I or tranche I1 of the present grant. 

The grantee has not discontinued, reversed, or otherwise impeded 
any action it has taken in satisfaction of any of the conditions 
precedent under the Agriculture Sector Development Grant I 
program or any of the conditions precedent under tranches I, I1 
or I11 of the present grant. 

See commentary on this specific topic below in item 3.3 

Agreement with AID on policy action plan 

4.2.B.6 Tranche IB 

4.2.A.7 Tranche I1 

4.2.B.7 Tranche I11 

Evidence of an agreement in writing between the parties on the 
specific terms of a plan for implementation of specific actions 
and policy changes proposed to be achieved and the specific 
measures of performance to monitor the extent of their 
achievement prior to the disbursement of the second increment 
of U.S. dollars under the grant. 

Reached agreement with USAID in writing on specific terms of 
a plan for implementation of specific actions and policy changes 
proposed to be achieved and the specific measures of 
performance to monitor the extent of their achievement prior to 
the disbursement of the third increment of U.S. dollars under the 
grant. 

Reached agreement with USAID in writing on specific terms of 
a plan for implementation of specific actions and policy changes 
proposed to be achieved and the specific measures of 
performance to monitor the extent of their achievement prior to 
the disbursement of the fourth increment of U.S. dollars under 
the grant. 

This is standard agreement wording to promote the rolling design concept. Note that as in the 
case of the conditions precedents for continued progress, above, evidence is required for the 
initial conditions precedent, but the conditions precedent of the subsequent tranches does not 
require evidence. 
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Financial and activity reports 

4.2.A.5 Tranche I1 Submitted financial and activity reports relating to tranche I 
describing the level of financing accorded to each element of the 
program in forrn and substance that is satisfactory to USAID. 
Include information on the governmental institutions supported 
by local currency funds disbursed under tranche I allocated to 
the operating budget to support the purposes and objectives of 
the program. 

Tranche I11 Submitted financial and activity reports relating to tranche I1 
describing the level of financing accorded to each element of the 
program in form and substance that is satisfactory to USAID. 
Include information on the governmental institutions supported 
by local currency funds disbursed under tranche I1 allocated to 
the operating budget and a description of the activities, and 
include programs, projects and the like that were undertaken 
with such local currency funds allocated to the investment 
budget to support the purposes and objectives of the program. 

Tranche IV Submitted to USAID financial and activity reports relating to 
tranche I11 describing the level of financing accorded to each 
element of the program in form and substance that is satisfactory 
to USAID. Include information on the governmental institutions 
supported by local currency funds disbursed under tranche I11 
allocated to the operating budget and a description of the 
activities that includes programs, projects and the like that were 
undertaken with local currency funds allocated to the investment 
budget to support the purposes and objectives of the program. 

These are standard reporting requirements, the only question is how much detail USAID 
requires for these reports. Are they mingled funds (budget support) as described in the 
program assistance approval document that fall under 87 State 327494, para 3.13(b), or are 
they accounted for the same as project funds since they are earmarked for use in only two 
ministries and are kept in a separate bank account and not combined with other budgetary 
funds? The program assistance approval document states "local currency funds derived from 
the Agriculture Sector Development Grant I1 . . . will be traceable only at the Ministry of 
Finance level, where books and records will be kept with normal A.I.D. rights to review and 
audit. 

4.2.2. Identification of how changes from design assumptions to current conditions 
affected the real or potential impact of existing conditions precedent 

If the delay in the program and the project startup has allowed the Government of Niger to 
advance in certain areas without waiting for USAID to catch up, this does not change the 
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basic design assumptions. If the conditions precedent were written with future flexibility in 
mind, as some were, this flexibility allows minor corrections to take place without major 
revisions. 

Real or potential impact is measured by the progression in fulfilling the program conditions. 
The progress suggests that the design assumptions were correct excepting the institutional 
reform assumptions for the strengthening of MAL which were not realistic. This is a result of 
the original assumption and not from changes in conditions. 

The design assumption that nongovernmental organizations feedback loop would be available 
for testing field effects of policy change has not happened and will require strengthening of 
the monitoring at people levels to assess progress on the program and the project purpose to 
compensate for this lack. 

4.2.3. Are conditionalities for some policy areas no longer relevant? 

The conditionalities series concerning decentralization no longer seem relevant given recent 
events. There is now a law on decentralization and a Ministry of Regional Administration and 
Decentralization. The program has significant problems trying to work with three ministries 
and adding a fourth ministry does not appear to be appropriate. The conditionalities series on 
decentralization should be eliminated and the program limited to those other activities in the 
present three ministries that will promote decentralization of natural resources management, 
for example, the nongovernmental organizations component, the Code Rural, and possibly 
improvements in the Ministkre de 1'Agriculture et de 17~levage administration. 

The conditions precedent concerning revision of the rules governing nongovernmental 
organizations appears to have already been satisfied. What remains is to publicize and explain 
the rules and regulations. Nongovernmental organizations interviewed were often unaware of 
changes in rules and procedures. This was found in both local and international 
nongovernmental organizations. 

Some other conditionalities may need to be adjusted or eliminated in response to actions 
taken on evaluation recommendations. 

4.3. Assessment of the rationale of the conditionality statement in the Agriculture 
Sector Development Grant I1 that "evidence must be presented that the grantee 
has not discontinued, reversed, or otherwise impeded any action it has taken in 
satisfaction of any conditions precedent under the Agriculture Sector 
Development Grant I program." 

The first conditions precedent in a series of recurrent conditions precedent that usually require 
evidence of compliance to changes made in a previous program. The next requirement in the 
series is reduced to a statement of compliance without the evidence requirement. 
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An examination of intent of the designers that drafted the program assistance approval 
document is seen in the wording of the statement found in the program assistance approval 
document. The statement for the condition preceding the release of the first tranche reads, 
"Evidence that the grantee has not discontinued, reversed, or otherwise impeded any action it 
has taken in satisfaction of any of the conditions precedent under the Agriculture Sector 
Development Grant I program." (Section VII.l.1 page 144 of the program assistance approval 
document) (Section 4.1.1 of the Program Grant Agreement dated August 24, 1990). The 
paragraphs proceeding and following (VII.l .H and VII. l.J) both demand evidence that actions 
and agreements have been done. 

In tranche I1 and all subsequent tranches this condition reads "the grantee has not 
discontinued, reversed, or otherwise impeded any action it has taken in satisfaction of any of 
the conditions precedent under the Agriculture Sector Development Grant I program." 
(VII.2.A.6 page 146 of the program assistance approval document) (Section 4.2, paragraph six 
of the amendment two program grant agreement dated August 21, 1992.) This does not 
mention any evidence required. Indeed the following article number seven and the proceeding 
article number five both state requirements of agreements in writing, paragraph six does not 
even require this level of reporting. This suggests a difference in the level of guarantee 
required. 

If the intention was to demand evidence for the release of each tranche the word evidence 
would remain in all of the conditions. As this evidence has already been provided, further 
evidence is not required in the latter conditions on this topic. A simple statement should be 
sufficient to satisfy the intention of this requirement. However, the evaluation team is not 
qualified to give a legal opinion. There are legal requirements for a certain amount of rigidity 
in an agreement between two nations. Conditions must be stated so both parties can 
understand and agree on the action required. 

The intent of the design can be summed up in a quotation from the executive summary of the 
program assistance approval document that reads, ". . . It also means that the maximum 
flexibility must be built into conditions for the tranche release after the first year of the 
program. As the dialogue on the relationship of government to rural citizens and private- 
sector continues to progress, conditions for the release of the sector grant must evolve as well. 
For this reason, USAID and the Government of Niger are negotiating precise language for the 
conditions precedent of the initial tranche and a statement of agreed goals and objectives for 
the program as a whole, with a tentative listing of conditions precedent prepared for later 
years to serve as a framework for policy discussions." 

If legal rigidity requires a complex, time-consuming search for evidence to satisfy 
this condition for release of future tranches, the cost of compliance for USAID far 
outweighs the benefit received by USAID, and it would be the recommendation of 
the evaluation team that the condition be rewritten to comply with the intent of 
the program assistance approval document. However, if a simple statement of 
compliance is all that is legally required, the condition should remain as it is. 
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4.4. Are there new or additional policy reform areas that wili help the Agriculture 
Sector Development Grant I1 achieve program objectives? 

Technical analysis has suggested that the Agriculture Sector Development Grant I1 consider 
improving the balance between the forestry, agriculture, and livestock production subsectors. 
Agricultural policy is expected to be strongly influenced by the World Bank-financed Gestion 
de Terroir program. It is not clear whether the World Bank program will also focus on the 
problems of herders and livestock production. The Agriculture Sector Development Grant I1 
may want to consider policy reform with regard to herding and livestock production as a 
possible new area of implementation. Perhaps the primary need is to ensure that the 
application of Code Rural regulations and the use of Gestion de Terroir approaches do not 
unintentionally deprive herders and livestock producers of needed access to land and 
resources. 

4.5. Recommendation of adjustments or reorientation of the conditions precedents for 
the remaining tranches in order to achieve positive impacts and program purpose 

The project design uses one or more conditions precedents for each tranche in each area of 
intervention to promote program implementation. This has resulted in forty-eight separate 
conditions precedents and sixty-one itemized conditions with some conditions precedents 
consisting of up to six conditions. In many areas of implementation, the conditions precedents 
for tranches I11 and IV call for a review of policy to date and negotiation of any new 
conditions deemed necessary to ensure continued progress. While the logic of using 
conditions precedents as a means to monitor and ensure implementation progress seems 
reasonable, the practical effect has been to bog down the program in administrating conditions 
precedents. The program related personnel spend as much time on bureaucratic activities 
related to conditions precedent satisfaction as on implementing the technical programs that the 
conditions precedents were supposed to engender. Experience to date indicates that the 
multitude of conditions precedents hinders rather than promotes program implementation. 

Streamlining program conditions precedents was analyzed in depth in the consultant report on 
Focusing Project Priorities. The report poses a useful framework for assessing the tradeoffs in 
policy reform efforts which can serve as a solid basis for renegotiating conditions precedents 
between USAID and the Government of Niger. The evaluation team generally agrees with the 
analytical approach, as well as with the suggestion that many of the current-conditionalities 
should be changed to program objectives rather than be legal requirements. 

The evaluation team suggested a few conditions precedents that should be eliminated or 
changed for technical reasons. The decentralization conditions precedents no longer seem 
relevant. The Gestion, Administration et R6formes Institutionnelles conditions precedents with 
regard to information systems, human resource policy, and program budgeting systems, are 
largely not feasible or inappropriate and should be completely revised if a Gestion, 
Administration et R6formes Institutionnelles subcomponent is retained as part of the project. 
But to seriously streamline the total number of conditions precedents, the Agriculture Sector 
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Development Grant I1 will need to reject the design approach of having a conditions 
precedent for each area of intervention in each tranche, or significantly reduce the scope of 
the program and the project, or some combination of the two. The Agriculture Sector 
Development Grant I1 has thirteen different series of conditions precedents encompassing ten 
areas of implementation and three areas of general conditionality. Even a single condition per 
series would result in 13 conditionalities. It would appear that conditions precedent should be 
limited to important benchmarks in the policy reform process to reduce the administrative 
burden which their number now imposes. 

Establishing improved circumstances for implementation may be another area where 
conditions precedents would be appropriate. In particular, USAID should consider: 

A conditions precedent which requires a rapid resolution of the financial 
administration problems, such as the accounting and fund disbursement procedures 
which are satisfactory to USAID. 

A conditions precedent which requires assignment of a national coordinator acceptable 
to USAID to the Agriculture Sector Development Grant I1 program and project. 

A conditions precedent which requires the Government of Niger's agreement to move 
the tutelle of the program and the project to the office of the Secretary General of the 
MinistGre de I'Agriculture et de lYfSlevage. 

If the Gestion, Administration et Rhformes Institutionnelles subcomponent is retained, 
a conditions precedent which requires the assignment of counterparts acceptable to 
USAID from the critical Direction des Affaires Administrative et FinanciGre services 
(personnel, equipment, finance) to the institutional advisor. 

Monitoring and evaluation 

Are the impact indicators and the databases being used appropriate? 

Indicators for impact monitoring 

In selecting indicators and methods of monitoring, the costs of information should be 
compared to the benefits received from the information. It should be remembered that 
program monitoring calls for indicators of impact and not proofs of impacts. Statistical 
analysis and scientific proof are not required. 

The indicators listed in the program assistance approval document analytical framework are 
good for level 1 and level 2. The logic breaks down in level 3. "Soil quantity and quality" 
should be changed to "soil fertility". Soil creation is a geological process requiring eons so 
soil quantity cannot be increased in a human or project time frame. Soil quantity can be 
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decreased through movement to another location (erosion). The best that can be expected is 
no or very little soil loss. 

If "soil quantity" refers to reclamation of abandon or nonproductive soils, then it can be a 
proxy for level 2, local level natural resources management strategies, but not level 3, 
biophysical parameters indicators. The act of reclamation allows level 3 biophysical changes 
to take place, but it is indicative that the farmer has sufficient security of tenure, has access to 
natural resources management knowledge, and has sufficient capitol and labor to invest. 

Biodiversity is a biophysical characteristic, but is not an economically feasible indicator. 
Yield is a proxy for the two soil indicators (soil quality and soil moisture) and is not a 
biophysical characteristic per se. 

Decreases in women's workload, although laudable, is not a stable indicator nor a stable 
proxy for level 5, socioeconomic benefits. The workload may or may not increase or decrease 
based on multitudinous social factors independent from increasing incomes and cannot be 
used as an indicator. Increasing economic opportunities for women is likely to increase their 
workloads, at least in the short run. 

Decreases in seasonal migration may indicate either an increase or a decrease in incomes 
depending on the society. Interviews with each involved community can decide the validity of 
this indicator, but consequently it is not an economically viable indicator above the 
community level and should not be used as a program indicator. In much of Niger, seasonal 
migration is a basic strategy to diversify family economic activity and improve family 
income. It also favors natural resources management by reducing the need to mine natural 
resources in difficult times. 

The best indicator for level 5 is the proxy of increasing yields and production per person over 
time. One can expect that increasing yields and production per person over time will increase 
rural incomes, assuming that there is a stable demand for the products. However, the time line 
needs to be long enough to smooth variance of annual climatic variation. 

For the Agriculture Sector Development Grant I1 program, the indicators of success in the 
resource transfer program can easily be monitored by the progress in fulfilling the conditions 
precedent for the release of each tranche. The program has no direct field activities. The 
monitoring of the results of policy change in the field can be done by the project component. 

The program is designed to: 
1. Change natural resources management policy. 
2. Test the change on the ground through nongovernmental organizations activity. 

The nongovernmental organizations component has been delayed so long it will not be 
possible to complete the feedback loop to any serious extent during the life of the project. 
Therefore, the monitoring system must replace this function of the design. 
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The process of monitoring people level impact should occur at the people level. If the 
program and the project are serious about decentralization and individual empowerment as is 
stated in the program purpose, then the monitoring system should also be designed in a 
decentralized, people level manner. 

The suggested monitoring method should consist of a road transect including recorded 
observations of a general nature on the state of vegetation, visible erosion, visible soil and 
water conservation activities, as well as the presence of other projects, microrealizations, or 
territory management activities. These recorded observations can be backed up with camera 
points based on posted kilometer markings (borne kilome'trique) or odometer readings. 
Interviews should be conducted with selected projects and local communities, 
nongovernmental organizations, associations, technical services, and donor activities, located 
along the transect. Particular attention should be paid to herder associations as herders may or 
may not be present during the time of the transect. 

For example, on a field trip by the evaluation team, a farmer interview suggested that the 
farmer felt secure enough in tenure to spontaneously adopt soil and water conservation 
practices (level II), resulting in increased fertility and moisture (level 111), recovering naked 
crusted soils (level 111), giving increased vegetative cover (level 111), and resulting in 
increased yields (level IV). Another village interview found management plans (level 11), 
work with technical services (role of foresters), and the combination of youth in the village 
and a decrease in seasonal migration in this village (level IV). 

This is a simple and inexpensive method for gathering sufficient data to satisfy DFA impact 
requirements. By the process of careful interview techniques, information can be separated by 
gender group, ethnic group, age group, resource use, or any other way. Counterparts can be 
trained in this level of monitoring and it does not require funding or contracts needed for 
more expensive, extensive, remote sensing types of data gathering and interpretation. This 
type of monitoring. is decentralized and can be used even at the community level. The 
optimum monitoring system is the merging of data from many local communities own 
monitoring systems, but this refinement will only be possible in the nongovernmental 
organizations component, and then only if the nongovernmental organizations are trained to 
train local communities to do local monitoring. 

As this is a policy reform program, any change seen on the ground that is attributable to a 
policy change is countable as a result of this program whatever the source of finance or the 
executing agency. 

If it is felt necessary to proceed with high-tech data collection, this can be done after the 
serious data collection takes place. 
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Annex I. Rbum6 des entretiens accordCs, aux membres de 1'6quipe d'Cvaluation, 
par certaines personnes rencontrkes 

par Amoul Kinni, homologue de l'expert d96valuation 
en gestion des ressources naturelles, Mai- Juin 1994 

11/05/94: Rencontre de contact des trois representants de la partie nig6rienne 
avec le DEPIMAGIEL, Mr. Nissly responsable de la SDSA B I'USAID et Mr Saley 
Moussa de I'ADOKJSAID 

Au cours de cette premikre rencontre, M i  Nissly a fait part B nigdrienne du r6le 
attendu d'elle; il s'agit: 

1") "d'organiser les contacts avec les personnes importantes pour "; 
2") "de faciliter les rkunions, les contacts; de constituer une liaison entre les ministkres 

concern6s et d'6valuationW; 
3") "de faciliter les contacts sur le terrain B l'occasion des visites que aurait i$ effectuer 

au niveau des diffkrents projets gouvernementaux et priv6s". 

N.B: 
1") A la lufnikre de ces "termes de rkfkrence", il est aisk de se faire une idke de ce qui 

est attendu de la partie nigkrienne. Pourvu que le Coordonnateur National du Programme 
SDSA I1 tant reclam6 par certains (cf resum6 des entretiens ci-aprks) ne fasse pas l'objet de 
d6signation sans que ses attributions n'aient 6t6 d6finies au pr6alable et sans que ses 
conditions de travail n'aient kt6 6galement arretkes. 

2") Afm d e  donner au lecteur la mesure des problkmes actuellement v6cus dans le 
cadre du Programme SDSA 11, nous avons jug6 utile de mettre 21 sa disposition la synthkse 
des entretiens que certains partenaires du Programme ont bien voulu accorder aux membres 
de l'@uipe d9~valuation. Que ces diffdrents partenaires trouvent ici l'expression de nos sin- 
ckres remerciements pour leur disponibitk et leur esprit de coop6ration. Si par mkgarde, il se 
trouve que certains propos ont 6t6 "d6form6s", nous prions par avance les personnes concer- 
n6es de bien vouloir nous en excuser et si possible d'apporter les redressements nCcessaires. 

12/05/94: Rencontre de lancement officiel de 1'Cvaluation:participants: SG/MAG/EL 
et SG/MH/E assurant respectivement les fonctions de prhident et de vice- 
prksident du Sous-Comit6 DCveloppement Rural, DEP/MAG/EL, le 
spCcialiste sortant de I'USAID en gestion des ressources naturelles et son 
remplacant, Mr Saiey Moussa, les six membres de 1'6quipe d'evaluation. 

Le pr6sident du Sous-Cornit6 D6veloppement Rural (SG/MAG/EL) fait part B 
d'6valuation de 17int6rt accord6 par le Niger au programme SDSA I1 et B la pr6sente Ctude. ll 
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rappelle B qu'il est possible que beaucoup d'616ments aient chang6 depuis que le programme a 
kt6 bgti, l'invite B en tenir Cventuellement compte et l'assure de la disponibilitk de la partie 
nigtrienne pour que le travail soit conduit de la meilleure faqon et que le produit soit de la 
meilleure qualit6. 

Le vice-pr6sident du SCDR (SGIMWE) a insist6 sur l'importance de l'appui apport6 
au Niger par le programme SDSA 11, particulikrement dans la situation actuelle des finances 
publiques trks r6duites. I1 a signal6 qu'B l'heure actuelle, oh le veritable problkme est 
constitu6 par le manque de moyens logistiques et matCriels pour aller sur le terrain, le 
Ministi3-e de I'Agriculture et de 1 ' ~ l e v a ~ e  et celui de 1'Hydraulique et de 1'Environnement 
apprkcient 21 sa juste valeur le programme SDSA 11. 

12/05/94: Rencontre des membres de 1'Cquipe avec le conseiller en gestion, 
administration et rCformes institutionnelles (GARI) de I'IRG: 

Dans son intervention, le Conseiller IRG en GARI a port6 i3 la connaissance de que le 
Conseiller IRG en Gestion des Ressources Naturelles (GRN) est arrive au Niger en fin Mars 
1993, que lui-meme est arrive le 13 Mai 1993. Le 25 Mai 1993, ils ont pr6sent6 Zt une 
r6union 6largie le premier plan de travail, plan qui n'aurait, malheureusement, pas recueilli 
des observations: il n'y aurait eu ni recommandation, ni modification de la part des diff6rents 
partenaires. L'Assistance Technique IRG a dQ travailler sur la base du plan propos6 par elle. 
Le Conseiller en GRN a pu, dans le cadre de ses activitks, participer B la r6union annuelle 
1993 des cadres de 19$evage et B celle des cadres de 1'Environnement. I1 a constat6 qu'en 
matibre de GRN, il y a beaucoup d'interventions mais pas assez d'harmonisation. 11 a en outre 
compris que meme au sein d'un Ministbre, il n'y a pas suffisamrnent de coordination; parfois 
deux programmes poursuivant le msme objectif sont log& B l'intkrieur d'une msme direction: 
c'est le cas du "r6le de l'agent forestier" qui bkneficie, au niveau de la Direction de 
17Environnement, des financements "Projet GTZ" et "SDSA 11"; heureusement que les dew 
6quipes concernkes ont discut6 du problbme (double emploi) et se sont entendues pour ne pas 
se rkp6ter. Par ailleurs, il y a des programmes pr6vus (exemple du Code Rural) mais non 
fmanc6s; financC B 100% par la SDSA, le Code Rural (qui est pourtant un programme et non 
un projet) est sujet B blocage dks qu'il y a des problkmes quant B la satisfaction des 
conditions pr6alables de la SDSA 11. 

Le Conseiller en GARI estime que c'est un gros problbme de conception dans la 
mesure oh, de son point de vue, un programme ne peut d6pendre du financement d'un seul 
projet. 

Au niveau du Ministkre des Finances et du Plan, le Conseiller en GARI a infom6 des 
problbmes pos6s par le d6blocage des fonds de la SDSA I1 B toutes les ktapes (plus d'une 
vingtaine) ce qui a d'une part p6nalisC certains bCn6ficiaires comme le Code Rural justement 
et d'autre part fait perdre beaucoup d'argent en dCsint6ressant un certain nombre de 
fournisseurs qu'apr6s la dkvaluation alors qu'on aurait pu le faire avant &ant donne que les 
fonds Ctaient disponibles. 

Pour le Conseiller en GARI, la pl6thore des partenaires qu'ils ont ( D A W A G B L ,  
DEPIMAGEL, DAAFIMWE, DEJMWE, SGMAGfEL, SG/MH/E, DA/MAG/EL, 
DEIA/MAG/EL, Projet Energie 11, MRAD, BOM, C.GRN, Code Rural, Fac d'Agro, IPDR, 
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USAIDINIAMEY, DFI/DP/MF/P, DDR/MF/P, Direction AmCnagement Territoire, ...), ne leur 
a pas permis d'effectuer des dkplacements 21 l'intkrieur du pays et pose, pour les deux experts 
IRG qu'ils sont, d'Cnormes problkmes d'organisation, de communication d'informations, 
d'administration, d'harmonisation. De par ce qu'ils font actuellement et la multitude des 
acteurs auxquels ils font face, le Conseiller en GARI dit que leur nombre (deux experts) est 
insuffisant et que leur ache est fatigante. 

Estimant les conditionnalites de la SDSA I1 ambitieuses, le Conseiller en GARI insiste 
en outre sur le fait que le plus grand problhme qui se pose est celui du manque d'un 
homologue nigdrien 21 eux, les conduisant 21 tout faire alors qu'8 son avis, lYAssistance 
Technique doit mettre l'accent sur l'appui B fournir aux cadres nationaux. 

Se referant au cadre affect6 par la DEPMAGEL comrne homologue, le Conseiller en 
GARI dit qu'il est "satisfaisant pour ce qu'il fait", que c'est un "bon interm6diairen mais qu'il 
travaille avec eux comme agent d'une seule direction dans un seul ministkre. Il ajoute qu'un 
des problhmes que vit lYAssistance Technique IRG/SDSA I1 est qu'elle est affectke dans une 
direction (DEP) d'un ministkre (MAGEL); pour travailler avec une autre direction ou un 
autre ministkre, il y a une contrainte. Ainsi pour entreprendre quelque chose avec par exemple 
la DAAFiMAGEL ou la DE/MWE, il faut une correspondance emanant de la DEPIMAGEL 
et le Conseiller en GARI se pose la question de savoir si cette direction (DEPMAGfEL) est 
la structure la mieux indiquk pour abriter I'Assistance Technique IRG/SDSA 11. De mCme, il 
se demande si lui ne serait pas mieux valoris6 en Ctant plack B la DAAFIMAGEL. 

Pour le Conseiller en GARI autant les concepteurs du programme SDSA 11 ont esp6rC 
que I'Assistance Technique travaillerait B la fois avec le MAGIEL et le MWE, autant dans la 
pratique cela a etk un exercice trhs fastidieux. 

I1 ajoute qu'il est actuellement en train de developper un logiciel en vue d'une 
meilleure gestion du personnel, que c'est lui qui fait tout le travail, qu'il a eu des nigbriens 
tr&s juniors pour l'assister et qu'il est difficile de travailler quand les cadres ne sont pas trks 
engagks. 

Pour le Conseiller en GRN (arriv6 en cours d'entretien), les objectifs poursuivis sont 
nobles mais il se demande si tous peuvent Ctre atteints en l'espace de la dur6e du Projet. 
Prenant l'exemple de la programmation par objectifs, il attire l'attention sur le fait qu'il 
faudrait que les directions rkgionales et l'administration centrale connaissent leurs besoins de 
cette annee, les pr6visions de l'annke prochaine, qu'elles comparent les Ccarts, ... Il estime 
que tout cela est un peu trop scientifique pour le moment, en comparaison notamrnent de la 
programmation actuelle. I1 ajoute qu'il est possible de mettre en place des systkmes 
d'information mais encore faudrait-il savoir B quoi serviront-ils et surtout il conviendrait au 
prkalable de s'assurer de pouvoir les entretenir. 11 precise que: 

- le systkme d'information sur le personnel est faisable; 
- le systkme d'information sur ment et les infrastructures n'est pas prioritaire; 
- le systGme d'information sur les finances est plus difficile car nkessite une mise en 

ordre et une harmonisation des comptes et B ce niveau c'est moins evident, il y a un travail 
de fond 21 faire, les donnCes doivent Ctre organisks avant d'Ctre informatisks. 

De son point de vue, la conditionnalit6 relative B la mise en place d'un syst6me 
d'information gtographique a dQ Ctre d6cidCe dans la foulde des conditionnalitks sans qu'elle 
soit rkllement opportune. 
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I1 Cmet le voeu que la mission d'kvaluation puisse determiner les vraies orientations, 
fasse des propositions pour une utilisation rationnelle de 1'Assistance Technique disponible, 
prCcise les buts que le Programme SDSA I1 poursuivra en gardant B l'esprit la nCcessitC 
d'aider le gouvernement h rkaliser un dkveloppement durable. 

I1 insiste sur le fait que le systkme de gestion par objectifs est une activitk qui peut 
etre trks bien valable mais que la pCriode nCcessaire pour sa mise en ceuvre est bien plus 
longue que celle actuellement prkvue. 

I1 porte h la connaissance de la mission d'Cvaluation qu'ils ont dkjh organist5 deux 
sessions de gestion par objectifs que les cadres ont positivement apprkcikes et qu'ils se 
proposent dans une prochaine Ctape de prockder h l'organisation d'autres ateliers. 

Rappelant qu'il y a 2.904 cadres au MAGEL et environ 1.000 au MWE, il signale 
qu'il convient de choisir B qui s'adresser, or ce travail de selection n'est pas fait au niveau 
des structures concernkes. 

Estirnant qu'il est aberrant de considkrer sur un meme pied les ONG et le secteur 
priv6, il rappelle que les ONG au Niger sont B un ktat naissant et de ce fait, imaginer leur 
donner l'kquivalent de six millions de dollars US n'a, de son point de vue, pas de sens. 

Indiquant que sur les 2,5 millions de dollars US mis 2 la disposition des ONG-Secteur 
privk, aucun franc n'est encore consommk, il signale qu'h c6t6, les institutions 
gouvernementales (IPDR, Fac d'Agro, DAAFMAGEL, ...) ont dCpensC tout ce qui leur a kt6 
affect6 et se pose la question de savoir si les ONG-Secteur privC vont pouvoir utiliser meme 
la moitik de ce qui leur est rkservC et en quoi faisant. I1 conseille d'exarniner la question avec 
les responsables du CLUSA qui sont des partenaires du Programme SDSA I1 et qui apportent 
une contribution importante dam le dkveloppement des associations rurales. 

Demandant B en connaitre plus sur 1'UnitC de gestion des fonds au profit des ONG- 
Secteur priv6 pour lesquels il a entendu dire qu'un amendement intemiendra en faveur de 
IRG afin que ce dernier fournisse une assistance technique en vue de la gestion desdits 
fonds,le Chef de l'kquipe d'Cvaluation s'est entendu rkpondre par le Conseiller en GARI que 
c'est vers Novembre-Dtcembre 1993 que IRG a attirC l'attention de ses partenaires sur le fait 
que ses deux assistants techniques ne peuvent suffrre; cela a amen6 1'USAID B revoir les 
prkvisions initiales, B publier des annonces en vue du recrutement d'une assistance technique 
supplkmentaire; actuellement L'USAID est B 1'Ctape de la finalisation des termes de rCf6rence; 
dans sa soumission, IRG a proposC 85 hommes.mois, I'USAID en a retenu 36 rkpartis entre 
un poste de 24 hornmes.mois pour I'Administrateur des fonds et un poste de 12 hommes.mois 
pour un expert qui assurerait la formation des responsables des ONG; pour plus de prtcisions, 
le Conseiller en GARI a demand6 de se rCfCrer au responsable de la SDSA I1 B 1'USAID. 

Se rCf6rant 2 l'accord de subvention de la SDSA 11, le Conseiller en-GRN rappelle les 
grands axes d'orientation du Programme: 

Coordination, mise en place d'une strattgie tenant compte du PNGRN, du PNLCD, du 
PAFTiNiger, de la Gestion des Terroirs, ... d'oh la nCcessitk: 

- de rendre opkrationnels les quatre axes (dont la gestion des ressources naturelles) des 
principes directeurs de dtveloppement rural; 

- de rendre plus efficace (en l'appuyant) le Sous-Comitk Dkveloppement Rural; 
- de mettre en place la C.GRN (6lCment clC du Programme) vue cornme une unitk, une 

cellule technique ayant, entre autres, pour mandat de faciliter la coordination des bailleurs de 
fonds. 
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SCcurisation fonci&-e: A travers un appui au Secrktariat Permanent du Code Rural pour 
la mise en ceuvre dudit Code: popularisation du Code, mise en place des commissions 
foncikres, organisation prochaine d'un atelier pour faire le bilan. 

DCcentralisation: souligne qu'il a CtC dit partout (et notamrnent au sCrninaire de SCgou) 
que la reussite dans la gestion des ressources naturelles passe par la d6centralisation, la 
responsabilisation des populations. 

Changement du r6le de 1'~tat: les moyens de lYBat ttant insuffisants, il faut que son 
r6le change; prend l'exemple du r61e de l'agent forestier, pose la question de savoir ce qu'il 
faut y changer: faut-il un nouveau profil donc un nouveau programme? pense qu'il faudrait 
une adkquation poste-profil. De meme, la mise en place des fonds au profit ONG, prCvue 
dam le Programme, nkcessite la dCfinition d'un cadre juridique; que faut-il faire pour que les 
ONG kmergent? nkcessitk de consultations  tat-ONG, d'une kmergence des structures 
d'encadrement des ONG, d'arnCliorer la capacit6 des ONG A mobiliser les fonds. 

Autre point clk: il s'agit d'une meilleure gestion de l'information qui conditionne des 
ClCments importants cornrne la coordination, la meilleure gestion, l'efficacitk des intervenants. 

Chef de l'kquipe d'kvaluation: pose aux experts IRG la question de connaitre les 
rCsultats auxquels ils sont parvenus, les probl6mes concrets rencontrks et .les propositions de 
solutions. 

A cette question le Conseiller IRG en GRN a rkpondu qu'il est prkvu un Cornit6 de 
Pilotage dont la coordination doit etre assurCe par le MWP, qu'il n'y a pas quelqu'un au 
MFIP qui s'occupe A plein temps de la SDSA, qu'il a fallu prks de deux ans pour que le 
ComitC se rCunisse, que pour la &union du ComitC, le travail de secrktariat est anormalement 
assurk par IRG, qu'il convient de s'organiser et de responsabiliser le MHP, qu'il y a ntcessitC 
d'y dksigner un point focal, qu'au MFfP il y a la DFIfDP, la DPP, la DAEEP, ... et qu'il 
serait indiquC de mettre de l'ordre 21 ce niveau. 

Le Conseiller en GAR1 intervient pour signaler qu'il y a une dizaine de structures au 
W / P  avec lesquelles ils travaillent; il pose la question de savoir quels sont les changements 
qu'on aimerait pkrenniser et qui prendra la rel6ve apr6s 1'Assistance Technique. 

Le Conseiller en GRN souligne que le ComitC de Pilotage doit normalement rkunir les 
trois S.G (MAGEL, /MH/E, /MF/P) et un Conseiller du Premier Ministre, mais que les quatre 
personnes ne se sont jarnais rCunies. Il attire l'attention sur la lenteur excessive constatke dans 
le dCblocage des fonds, se dit convaincu que s'il y a des cadres responsabilisCs pour cela, le 
deblocage serait moins lent; signale que quand quelqu'un suit les pi6ces comptables, la 
proddure de dtblocage devient plus rapide et dCplore cette situation de pi6ces qui ne sont 
traitkes avec diligence que quand on est derri6re elles; estime qu'il y a un manque de volontk 
et regrette qu'il y ait des fonds de partenaires de coopCration qu'on n'arrive pas B consornmer 
en raison d'une lenteur des nationaux; reste persuade que beaucoup de probl5mes existent A 
cause de prockdures rnises en place. 

Autre problkme souleve par le Conseiller en GRN: celui de l'extcution technique du 
Programme confike B un ComitC Technique: DAAF/MAG/EL, DEMHIE, ...; le Cornit6 
n'aurait pas fonctionnk en raison du fait que les differentes directions n'ont pas considkr6 le 
Programme cornrne le leur; IRG Ctant sous tutelle de la DEP/MAG/EL (avec laquelle elle 
tient des reunions hebdomadaires) laquelle est mal placke pour intervenir dans ce genre de 
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situation; insiste sur le fait que la C.GRN, la DE, ... doivent considkrer la SDSA I1 cornrne 
leur programme et B ce titre il conviendrait de les responsabiliser dans le pilotage. 

Le Conseiller en GARI signale que les fonds de la SDSA I1 vont B I'IPDR, B la 
Facult6 d'Agronornie mais qu'ils n'ont jamais mis pied dans ces structures qui h leur tour ne 
leur ont jamais rendu visite; se demande si la SDSA I1 est uniquement un m6canisme de 
transfert de ressources ou s'il y a quelque chose attendue d'elle. 

Le Conseiller en GRN souligne que si c'est le Conseiller en GARI et lui qui doivent 
s'assurer du suivi, il y aura trop de choses B faire par eux et dit que c'est le cas; il signale 
que depuis leur arrivk, ont satisfait les huit conditionnalitks de la tranche 1.B' mais que cela 
n'a pas 6t6 de tout repos; il estime que chaque structure bknkficiaire doit, de fagon 
hebdomadaire, faire le point sur ce qu'elle a fait et ce qui lui reste B faire. 

S'agissant des conditionnalit6s, le Conseiller en GRN les trouve trop nombreuses (de 
l'ordre de 55 en tout dont 16 pour la premih-e tranche, plus pour la deuxi&me tranche) et il 
estime que la mission d'kvaluation devrait proposer leur rkduction. 

Le Conseiller en GRN souhaite que des correspondants au niveau des diff6rents 
rninist2res soient d6signBs pour les aider car dans la situation actuelle, il peut passer 100% de 
son temps en travaillant uniquement dans l'harmonisation de l'approche Gestion des Terroirs 
par exemple, de meme il peut passer 100% de son temps dans le cadre de l'etude sui le r81e 
de l'agent forestier. I1 estime que s'ils ne sont pas aides, on pourrait multiplier leur nombre 
par 6 (ce qui n'est pas une borne id6e reconndt-il) sans qu'ils suffisent. 

Le Chef de d'@uipe d'~valuation se demande alors comment se fait-il que pour un 
projet aussi important, on donne des responsabilit6s aux amkricains seulement et on laisse de 
c6tk les nigbriens. 

Le Conseiller en GAR1 signale en outre que les autres directions du MAGEL pensent 
que c'est un projet de la DEPIMAGfEL et les autres rninistGres pensent que c'est un projet du 
MAGIEL. 

Le Conseiller en GRN souligne que le cadre de la DEP/MAG/EL affect6 h temps plein 
n'est pas coordonnateur du Programme, que le Sous-Cornit6 DCveloppement Rural ne s'est 
jamais rCuni pour constater 1'6tat d'avancement des activitks, qu'il y a une nCcessitC de 
nomrner un Coordonnateur National du Programme, que meme l'envoi des compte rendus B 
tous les partenaires n6cessite quelqu'un. Il attire l'attention sur le fait qu'en page 18 de 
l'accord de subvention, il est pr6vu un rapport annuel de performance, B r6diger par le 
bknkficiaire, et que cela n'a jamais Ctk fait. 

Le Conseiller en GARI dit que si on continue cornrne c'est le cas actuellement, on se 
retrouvera B la fin du Programme avec uniquement des v6hicules et des ordinateurs. 

S'agissant des r6sultats atteints, le Conseiller en GRN a cit6: 
- 1'~tude sur le r61e de l'agent forestier qui est en cours; 
- pour la C.GRN: le travail d'harmonisation des approches participatives; le suivi 

d'impacts des projets GRN h Maradi en 1993; le suivi d'information environnementale; 
- dans le cadre du Code Rural: la contribution directe de IRG n'est pas tvidente mais 

c'est surtout h travers la SDSA I1 qui a aide; 
- pour les ONG: rapport sur l'atelier de Kollo en liaison avec le Chef de Service ONG 

de la DDR/MF/P; 
- les ateliers organisks sur la Gestion par Objectifs; 
- le rapport du PDG de IRG, les TDR pour diffkrentes ktudes, la conception des 

formulaires de description des postes, ... 
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19/05/94 Rencontre avec responsable cellule gestion ressources naturelles: 

Le Conseiller B la C.GRN a apprCciC positivement IRG sur les plans humain et 
professionnel. Pour lui, essaie d'apporter un appui important pour l'harmonisation des 
activites, ses mernbres viennent rCgulikrement les rencontrer, ce sont les meilleurs partenaires 
qu'ils ont. joue Cgalement un r6le dans la coordination qui est une fonction qui n'apparait 
nulle part. I1 estime que le grand merite de IRG est justement de poser ce problkme de 
coordination pour laquelle il y a nCcessit6 d'aboutir B un consensus sur le contenu 
(coordination des programmes, coordination des projets de gestion des terroirs, ...). 

Abordant la situation institutionnelle actuelle de la SDSA 11, le Chef de l 'kuipe 
d'~valuation a expliquk que sur le plan: 

- technique, le Programme est localis6 B la DEP/MAG/EL mais n'est liC B rien dans 
cette DEP car 1'Assistance Technique IRG se trouve, dans l'organigrarnme de cette direction, 
au meme niveau que les manoeuvres; il pense que c'est sous la DEP dans son r8le de 
SecrCtaire du Sous-ComitC DCveloppement Rural; 

- politique, la tutelle est assurke par le MFIP. 
11 a souhait6 conn6tre ce que pensent les responsables de la C.GRN de cette situation, 

notamment si elle peut permettre d'atteindre les objectifs du Programme; il a soulignE que lui 
pense que la structure la mieux indiquCe serait la C.GRN mais qu'il se pose des questions 
pour l'instant sur les finalit& que veut assigner la Banque Mondiale B la C.GRN. 

En rCponse, le Coordonnateur de la C.GRN a fait ressortir: 
- qu'ils se concertent constamment avec 1'6quipe IRG, que cela montre que leurs 

aches convergent, et que lui-meme a eu B dire que s'il n'y avait pas eu, au cours de la SDSA 
I, 1'6quipe de 1'UniversitC de Michigan B la DEP/MAG/EL, 1'Cquipe IRG aurait certainement 
CtC placCe B la C.GRN qui constitue la structure dans laquelle elle devrait etre; 

- que le mandat de la C.GRN ktait mal p e r p  par les directions nationales qui 
pensaient que la Cellule prendrait leurs attributions; 

- que la C.GRN est fragile, sous tutelle du Sous-Cornit6 Dtveloppement Rural qui ne 
constitue pas une structure mais un organe crdd pour des opportunitCs et pouvant disparaitre; 
le palliatif qui a Ctk trouvC, c'est de demander au PrCsident du SICDR (SGJMAGEL) de 
rCgler les probl2mes adrninistratifs de la Cellule. Un des problhmes qui se posent dans la 
pratique, c'est que certains bailleurs de fonds ont leurs partenaires par lesquels ils prCErent 
passer, c'est le cas du PNUD qui s'adresse au MWE pour les questions d'Environnement. 

Pour le Conseiller B la C.GRN, la Cellule aurait pu, avec l'accord des directions et des 
bailleurs, Stre un organe de coordination. 

A la question du Chef de 1'@uipe d'~va1uation de savoir s'il y a un texte qui Clargit 
les attributions de la Cellule, le Coordonnateur a rCpondu que l'aide memoire de la derni&re 
mission de la Banque Mondiale sur la question parviendra, d&s qu'il sera achevd, 5 I'USAID; 
en outre, une mission de finalisation est attendue de la Banque Mondiale vers le 20 Juin 
1994. 

Au sujet d'une question relative aux relations entre la C.GRN et la prdparation du Plan 
d' Action National pour 17Environnement (PANE), le Coordonnateur de la Cellule a rkpondu 
que leur structure contribue B ce travail exigC par la Banque Mondiale comrne document 
cadre pour ses pays membres; il a signal6 qu'il y a, au Niger, une vingtaine de structures 
intCressCes par cet exercice qui inclut le d6veloppement agricole, la gestion des ressources 
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naturelles, les aspects d'hygikne, d'assainissement, de gestion des dkchets, de pollutions, ... ; 
le Cornit6 National (COMNAT) crCC pour le suivi de la CNUED et dont la Direction de 
1'Environnement assure la coordination est chargC de la prkparation du PANE. La C.GRN a 
apportC sa contribution en: 

- demandant l'appui de 1'ACDI pour la fourniture d'un expert qui a fait un travail de 
compilation de la documentation existante et qui a prCpar6 une synthbe; 

- contribuant, B travers sa participation dans le groupe de travail Environnement et 
DCveloppement durable, B la preparation de la deuxi&me table ronde g6nCrale des bailleurs de 
fonds sur le Niger. 

A la question du Chef de 19@uipe d'~valuation de savoir ce que pensent les 
responsables de la C.GRN de la straggie environnementale, le Coordonnateur a souhaitk que 
cette question soit plut6t posCe au Directeur de 1'Environnement qui est coordinateur du 
COMNAT. 

A la question du Chef de 19@uipe d7~valuation relative B ce que deviendra le r61e de 
coordination de la C.GRN aprh 1'Ctablissement du PANE, le Coordonnateur de la Cellule a 
rCpondu qu'il y a certains klkments qui mkritent effectivement d'stre clarifiCs; quant au 
Conseiller h la C.GRN, il pense qu'il conviendrait de savoir ce qu'on veut coordonner; si ce 
sont des activitks de GRN, de son point de vue, la C.GRN peut jouer ce rble, mais s'il s'agit 
des aspects comme la pollution, il faudrait trouver une autre structure. 

S'agissant d'un point soulev6 et relatif aux probl6mes administratifs et financiers avec 
la SDSA 11, le Coordonnateur de la Cellule a dit que les difficult& sont ici Cnormes et que 
c'est certainement 1B le plus grand probkme: de la formulation des besoins B la liquidation de 
la dCpense, en passant par le MAGIEL, la DFI/DP, les services financiers, le Trksor, ... le 
circuit est exag6rCment long et il se demande, dans la mesure 03 il s'agit d'un appui 
institutionnel au Gouvernement pour ses structures classiques, pourquoi, B partir de 
170rdonnateur DklCguC, les pihces ne vont pas directement B la banque pour paiement. 

19/05/94 Rencontre avec Francis Mody et Madicke Niang de la Mission Residente 
de la Banque Mondiale en compagnie du responsable de la SDSA I1 a 
I'USAID et du conseiller IRG en GRN: 

Question du Chef de 19@uipe d7~valuation: souhaite discuter des aspects 
institutionnels: 

- PANE; 
- Mandat C.GRN: liaison avec PANE; 
- RCforme de l'administration du MAGIEL: est ce que les activitks de la Banque 

Mondiale (PRSAA, PNRA) tiennent compte de cette restructuration future? 
- point de vue de la Banque Mondiale sur la localisation actuelle de la SDSA 11. 
Mr MODY: le PANE est un exercice qui vient de dCmarrer; depuis le sommet de RIO, 

la Banque Mondiale a tenu B en faire une conditionnalitk pour le financement des projets; 
rappelle que 1'Environnement est un domaine multisectoriel et que c'est la C.GRN qui,a lanc6 
le processus d'Claboration du PANE en demandant l'assistance d'un consultant canadien pour 
faire le point de ce qui s'effectue en mati5re d'environnement; souligne I'existence du 
COMNAT qui va pr6parer et le PANE et la suite de RIO (Convention Internationale sur la 
lutte contre la Dtsertification (CIND)). 
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Chef de 17@uipe dY~valuation: revient sur le r6le du PANE et de la C.GRN et pose la 
question de savoir si la Cellule va Etre transfkrke au PANE. 

Mr NIANG: attire l'attention sur le fait que le PANE n'est pas une structure mais un 
travail; estime que C.GRN, Code Rural, PANE,.., c'est trop et dit que lui ne se retrouve pas 
dans tout cela. 

Chef de 1'l?quipe d'~va1uation: si le PANE est un produit, un processus, qui va 
1' initier? 

Mr MODY: pense que c'est trop t6tY que le processus va demarrer, que 
l'administration y jouera un r6le mineur et que c'est la socikte civile (villageois, ....) qui va se 
l'approprier en l'internalisant; s'agissant des questions institutionnelles, pour lui, le MH/E 
gkre le suivi de RIO (COMNAT) et le MAGEL gkre la C.GRN; souligne qu'il y a 
aujourd'hui plusieurs ministkres concernCs, il y a problkme en raison de leur structuration trks 
verticale (compartiment6e) et qu'il y a n6cessitk de la rendre horizontale; pour lui, au lieu 
d'avoir des Ministkres qui se bagarrent, il serait plus indiquC de crCer des Cquipes; pense qu'il 
faut casser la Direction de lYEnvironnement (DE) car ce n'est une DE mais une Direction des 
forets; pour lui, lYEnvironnement c'est l'assainissement, la pollution, ... ; signale que la vraie 
question au Niger consiste ii savoir comment remonter du terrain en haut, quelles personnes 
mettre en place. 

Chef de lY&quipe dY~valuation: annonce qu'actuellement le Programme est log6 ii la 
D E P M G E L  et pour qu'il b6nCficie ii une autre structure, c'est trks difficile. 

Mr NIANG: pense que ces probl2mes auraient pu &re prkvus et solutionn6s au 
moment de la conception du Programme. 

Conseiller IRG en GRN: rappelle que le probl&me au niveau du Programme SDSA I1 
est comment articuler l'ancrage institutionnel; pour lui, il manque un point focal, reprksentant 
permanent du Gouvernement qui s'attelerait B voir rCgulikrement oh en est-on avec la 
dCcentralisation, le droit foncier, le code rural, ... ; signale que pour le PNGRN, il a 6t.6 
propos6 une unit6 nationale de gestion du programme. 

Mr MODY: souligne que pour le PNGRN, la situation est claire; sa tutelle doit revenir 
au MAGIEL parce qu'ils estiment qu'il s'agit d'une gestion par les paysans; si la tutelle de la 
SDSA I1 va B un autre ministkre, cela ne constituera pas de problkmes pour eux en ce sens 
qu'ils vont ddvelopper des passerelles pour travailler en rapport avec elle; prkcise qu'ils n'ont 
pas voulu la tutelle du Sous-Cornit6 DCveloppement Rural pace qu'il "n'existe que quand on 
actionne la pompe", prCferent avoir un interlocuteur, des dCcideurs (en l'occurrence le 
Ministre) en face d'eux. 

Chef de lYl?quipe d'~valuation: estime que le lieu privilkgi6 pour la SDSA 11, c'est la 
C.GRN. 

Mr MODY: pense que sur le terrain, il sera plus facile de faire la jonction, notamrnent 
au niveau des arrondissements; signale que Mr NIANG essaie de transformer tous les agents 
de base en agents polyvalents. 

Conseiller en GRN: informe qu'une etude est en train d'Etre menCe pour changer le 
r6le de l'agent forestier, modifier son profil, sa formation. 

Mr NIANG: pense qu'il faut que le paysan ait un seul interlocuteur; dit 
qu'actuellement le ratio agent de vulgarisation/p&res de farnilles est ridicule (de l'ordre de 2 ?i 

4%)' que ce ratio peut etre amClior6 en faisant en sorte qu'il n'y ait pas exclusivement des 
agents d'klevage, de for&, d'agriculture, ... ; souligne que le Niger ne peut se permettre un 
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luxe d'encadrement, qu'il n'y a pas en tout 1.000 agents d'encadrement (qui interviennent au 
niveau des producteurs) et cela au niveau de I'Agriculture, de l ' ~ l e v a ~ e ,  et de 
1'Environnement rkunis; ce chiffre est, pour lui, Q comparer aux 10.000 villages et 600.000 
exploitations du pays; estime qu'il ne sert Q rien d'avoir 10 directions dans un Ministbre, donc 
10 directeurs, 10 vkhicules, 10 ..... car, pour lui, les cadres qui sont Q Niamey ne sont pas 
importants, ce qui importe, c'est ce qui est sur le terrain; pense que tous les agents du niveau 
central doivent aller sur le terrain; souligne que c'est seulement au Niger qu'il a vu des cadres 
Q la Direction de I'Agriculture, B la Direction des Etudes et Programmes dkcidant de la 
politique nationale sans avoir fait le terrain; 

Conseiller IRG en GRN: annonce qu'on veut apporter des changements au systkme en 
encourageant, par des incitations, le travail sur le terrain. 

Mr NIANG: pense qu'il faut diminuer le nombre de directions par ministkre et Q 
17int6rieur des directions, rkduire le nombre de services. 

Conseiller IRG en GRN: signale que c'est la raison pour laquelle une des 
conditionnalit6s de la SDSA I1 est relative B la question des affectations. 

Mr MODY: rappelle qu'ils ont, A leur niveau, beaucoup discut6 des questions de 
personnel et sont arrives B la conclusion qu'au MAG/EL, il ne faut pas recruter mais 
redkployer; informe qu'ils veulent prendre 2 ou 3 ministbres, ktudier leurs missions, leurs 
moyens, ...; souligne qu'au MAGEL, il n'y a aucune 6valuation annuelle des ressources 
financibres et humaines; signale qu'il y a 4.200 agents de 1 '~tat  dans tout le dkveloppement 
rural, parmi eux seulement 10% sont sur le terrain et travaillent 2 ou 3 mois dans l'annee; 
propose de rkaliser des ktudes, de faire des scharios, de restructurer les services et de 
balancer tout le monde au niveau des villages; annonce qu'il travaille beaucoup sur les 
dkpenses publiques du MAGIEL en ce moment. 

Conseiller IRG en GRN: signale qu'ils sont frustrks de constater que malgr6 les 
ressources fmancibres apport6es par la SDSA 11, 1'Assistance Technique IRG, le fait de 
disposer actuellement d'une meilleure banque de donnees, les s6minaires organists au profit 
des agents sur le thkme de la gestion par objectifs, malgr6 tout cela, les problhmes demeurent; 
informe que certains partenaires recornmandent d'affecter le Conseiller en GAR1 dans PACSA 
et le Conseiller en GRN B la C.GRN. 

Mr MODY: dit qu'il a d6pass6 ces problbmes de localisation; pour lui les structures se 
font et se dkfont et qu'il appartient Q en place de voir oh elle pense le mieux servir. 

20/05/94 Rencontre de 1'Cquipe avec le directeur de l'environnement: 

Aux questions poskes par le Chef de l'&uipe d'~va1uation sur les appr6ciations quant 
Q I' Assistance Technique, aux objectifs du Programme, aux problbmes administratifs 
Cventuels, aux attentes, aux institutions, h la disponibilitk des cadres pour promouvoir le 
Programme, le Directeur de 1'Environnement a r6pondu: 

que les objectifs de la SDSA I1 correspondent aux orientations et stratkgies nationales; 
qu'il appr6cie en ce Programme sa souplesse qui constitue un atout majeur contrairement B 
beaucoup d'autres programmes qui ont des rubriques prektablies; 

qu'il entretient des rapports permanents et fructueux avec les membres de IRG; 
qu'il n'y a pas de programme sans problbmes et que concernant sa direction, il y a le 

cas de 1'6tude sur le r6le de l'agent forestier oh, au dernier moment, aprks que tout ait kt6 
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ktabli, il s'est entendu d i e  que le d6roulement de l'6tude ne cadre pas avec la pratique de 
gestion souhaitke par son ministkre de tutelle; 

que les attentes vis h vis du Programme sont surtout relatives au financement des 
projets et programmes concrets sur le terrain; 

que relativement aux questions institutionnelles, on peut d6plorer la difficult6 
d'harmonisation des activitks et cela, malgrk l'approche nationale (6viter la sectorisation, 
int6grer les actions); la Cellule de Gestion des Ressources Naturelles a 6t6 mise en place 
pour, entre autres, assurer la coh6rence des actions mais cela s'est aver6 difficile; 

que les cadres sont disponibles mais qu'il y a nCcessit6 de s'assurer qu'ils travaillent 
en cohkrence. 

Le Chef d'@uipe a fait connaitre que sur la base des informations obtenues, ce sont les 
assistants techniques qui font actuellement tout le travail necessaire 2I la satisfaction des 
conditions devant concourir h l'atteinte des objectifs comme la gestion par objectifs, la 
rkforme de I'administration, l'harmonisation des activitks, ... la DEPJMAGEL ne dispose en 
permanence que d'un cadre, trks disponible mais n'ayant pas le niveau requis. 11 est B craindre 
qu'au cows des prochaines 2 ou 3 annkes, on ne puisse pas ais6ment remplir les 
conditionnalit6s retenues. 

Au cours des entretiens, il est ressorti qu'il conviendrait mieux de paler de 
responsabilisation des cadres plutbt que de leur disponibilitk car il est possible que ces 
derniers considkrent la SDSA I1 comme n'ktant pas leur affaire; il y a donc une n6cessit6 de 
responsabiliser les cadres qui vont par la suite servir de relais. 

A la question poste par le Chef d9I?quipe sur la Strategic en matikre d'environnement, 
le Directeur de 1'Environnement a rkpondu qu'un document de base (quoique n'ayant pas kt6 
adopt6 officiellement) a 6tk rkdig6 il y a un peu plus d'un an dans ce sens; il a ajout6 
qu'outre le Plan National de Lutte contre la Dksertification (PNLCD) et le Plan d'Action 
Forestier Tropical (PAFT) qui sont disponibles, il y a actuellement, en chantier, le Plan 
d' Action National pour 1'Environnement (PANE) dont les tennes de r6f6rence viennent d'etre 
6laborks et qui dans sa conception va integer le PNLCD et le PAFT. 

20/05/94 Rencontre avec le secrCtaire g6nCral et la directrice des affaires 
administratives et financibres du MWE: 

QUESTION: Apprkciations du MHIE sur la SDSA 11. 
SGJMWE: rappelle qu'au dkmarrage, certains cadres du MH/E ont particip6 21 la 

conception du Programme, qu'il s'agit d'un programme d'appui institutionnel n6 de la prise 
de conscience du fait que les moyens financiers dont dispose 1 '~ ta t  sont limit& au regard du 
r6le qu'il a h jouer; precise en outre que I'appui institutionnel dont il s'agit ici s'adresse au 
secteur agricole pris dans son sens large et qu'k ce titre tous les departements rninist6riels 
concourant h I'augmentation de la production agricole devraient &re appuyds, en particulier le 
Ministkre de 1'Hydraulique et de 1'Environnement; malheureusement, dans la pratique, ,il a 6t6 
constat6 qu'en ce qui concerne l'appui, seule une direction (Direction de 1'Environnement) en 
bkneficie, laissant de c6tk et 2I tort certaines structures cornme la Direction des Infrastructures 
Hydrauliques, la Direction du GCnie Rural, la Direction de la Faune, de la Peche et de la 
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Pisciculture; en plus, il y a des directions d'appui comme la Direction de la Planification et 
de 1'~valuation des Projets, la Direction des Affaires Adrninistratives et Financikres qui 
devraient etre couvertes par le Programme; la DAAF/MH/E doit en particulier etre ktroitement 
associk et il y a une nkcessitk absolue d'apporter les corrections nkcessaires. 

DAAF/MWE: fait connaitre qu'elle suit de tr&s loin la gestion des fonds mis ZI la 
disposition de la Direction de lYEnvironnement; par ailleurs, elle a, au dkbut de la mise en 
euvre du Programme, 6tk approchke de f a~on  informelle par le Conseiller en GARI avec 
lequel elle a participk B l'klaboration des fiches techniques pour la gestion du personnel, en 
particulier la fiche de description poste-profil; informe la mission d'kvaluation du fait que le 
MWE avait h i s  le souhait de voir l'appui 9 la DAAF/MAG/EL et 9 la DEPIMAGIEL klargi 
B la DAAF/MH/E et B la DPEP/MWE, qu'une lettre avait it6 adresske dans ce sens au 
MAGEL mais que la requ&te est rest6e sans suite; du coup la DAAF/MWE a interrompu ses 
contacts avec IRG laquelle a poursuivi le travail d'6tude poste-profil avec la DENHE;  la 
cons6quence de la mise B lY6cart de la DAAF/MWE dans une activitk qui relkve en premier 
lieu de ses attributions a kt6 qu'on s'est retrouv6 sur le terrain avec deux dkmarches 
parall8les: la DAAF/MH/E a envoy6 9 l'int6rieur du pays une mission pour un travail relatif B 
l'ensemble des agents du MHfE, la mission en question s'est rendue compte que la DE/MWE 
avait dkjB fait distribuer aux agents relevant d'elle (donc une partie des agents du MWE) les 
fiches finaliskes avec le concours du Conseiller IRG en GARI; pose un problkme r6el de 
chevauchement de compktences entre la DAAF/MH/E et la DE/MH/E qui, B l'insu de la 
DAAF, 6labore un programme de formation avec l'appui de la SDSA 11. 

QUESTION DU CHEF D'EQUIPE: Que faire pour amkliorer la situation? 
SGfMHlE: propose de dksigner un coordonnateur par ministhe pour le suivi du 

programme; il s'agira d'un r6pondant par lequel tout doit passer; propose 6galement de 
responsabiliser les cadres et dYam6liorer leurs conditions de travail. 

DAAFIMWE: insiste pour que les attributions des diff6rentes structures soient 
respectdes, sinon on cr6e des frustrations entre les directions. 

QUESTION DU CHEF D'EQUIPE: opinions sur la stratkgie environnementale? 
SGMWE: le MWE souhaite jouer le r61e de Chef de file dans l'ilaboration et la mise 

en ceuvre du PANE (qui constituera par ailleurs une conditionnalitk pour acckder aux fonds 
concessionnels de la Banque Mondiale (IDA)) qui est dans l'entendement du MWE un 
exercice pluridisciplinaire dans lequel la composante essentielle pour notre pays sera la lutte 
contre la skcheresse et la d6sertification tout en ne nigligeant pas les aspects de lutte contre la 
pauvretk, dkmographiques, de pollutions et nuisances, etc. 

DAAF/MWE: propose que dam cette strategic, il soit tenu compte de l'intkgration de 
la femme au dkveloppement; souhaite en particulier que les programmes qui vont d6couler de 
cette stratkgie accordent une place importante B la femme qui est en arnont de la gestion des 
ressources naturelles; insiste pour qu'il soit pr6vu des programmes spkcifiques aux fernrnes. 

28/05/94 Rencontre entre les membres de 1'Cquipe dYCvaluation: 

I1 a 6t6 not6 que les conditionnalit6s sont surtout liies au volet GARI qui constitue le 
plus grand et plus difficile probl5me 9 r6soudre; qu'il y a une section dkpassh, c'est celle 
relative B la dkcentralisation: dans la mesure oh il a it6 cr66 un rninistkre charg6 de la 
dkcentralisation, oii un projet de loi relatif B la question est soumis aux autorit6s compktentes, 
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on peut consid6rer les conditions concernant ce point c o m e  satisfaites; il n'est pas 
n6cessaire d'6largir les activitks de la SDSA I1 h un quatrikme rninistkre (en plus de ceux de 
1'Agriculture et de 1781evage, de I'Hydraulique et de l'Environnement, des Finances et du 
Plan). 

Autre problkme constat6, celui de la localisation institutionnelle de d'Assistance 
Technique: pour le Chef de l'Equipe d'~va1uation: 

- si la C.GRN garde ses fonctions de coordonnatrice des actions, il peut etre imagin6 
d'y loger le Conseiller en GRN; la difficult6 immkdiate h cette proposition est constitu6e par 
la m6connaissance de la position de la Banque Mondiale sur la C.GRN; 

- l'assistance technique pr6vue au titre des ONG-Secteur priv6 pourrait aller au niveau 
de la Direction du Dkveloppement Regional (DDRWWP); les responsables de cette direction 
estiment que cette assistance serait la bienvenue chez eux dans la mesure oii elle renforcerait 
le Comit6 de Gestion des ONG qui serait alors 6largi h cette assistance technique; 

- il conviendrait, pour le Conseiller en GARI, d'examiner la possibilit6 de le transf6rer 
ii la DAAFMAGIEL oii il serait certainement mieux valoris6 qu'h la DEP/MAGEL; 

- IRG recruterait, dans le cas d'hypothkses ci-dessus, un assistant administratif pour 
aider son Chef d'@uipe; 

- un Coordonnateur National du Programme serait d6sign6 par le Gouvernement 
nig6rien; dans 1'6ventualit6 06 il constituerait l'homologue du Conseiller en GRN, il aura son 
bureau, comme ce dernier, h la C.GRN. 

Pour certains membres de l'Equipe d9~valuation, ce sc6nario n'est pas souhaitable 
dans la mesure oii il ne serait pas opkationnel pour un programme comme la SDSA I1 
d'avoir des Quipes dispersks; il conviendrait mieux d'impliquer davantage la partie nationale 
2 travers notarmnent la dksignation d'un coordonnateur qui aurait des repondants dans les 
diff6rent.s rninistkres concernCs; cette implication suppose une plus grande responsabilisation, 
elle-meme conditionnk par la definition pr6cise des attributions du Coordonnateur National 
(dont le r6le devrait aller bien au delh de la simple figuration) et par la mise 2 sa disposition 
des conditions de travail suffisamment incitatives . 

S'agissant de l'assistance technique aux ONG-Secteur priv6, il a 6t6 recommand6 que 
le Bureau d'~tudes b6n6ficiaire du march6 (IRG) prockde, Zi chaque fois que les comp6tences 
nationales existent, au recrutement des experts locaux. Des exemples de Bureaux dYEtudes 
am6ricains ayant recrut6, dans le cadre de programmes ou projets financ6s par 1'USAID au 
profit de certains pays africains, une forte proposition d'assistance technique nationale 
(Jusqu'h trois experts sur un total de quatre) ont kt6 donn6s par les consultants intemationaux 
de 17Quipe d'ivaluation. 

31/05/94 Rencontre avec le DEPMAGIEL, le cadre de la DEP/MAG/EL affect6 B 
temps plein B la SDSA 11, les deux conseillers IRG: 

N.B: le Chef de l'@uipe d'~va1uation a pr6sent6 un document de sept pages et 
pr6par6 en vue d'un "debriefing" & faire 2 I'USAID. 

Le Chef d'&uipe de l'dvaluation a souhait6 connaTtre ce qu'en pense le 
DEP/MAG/EL; il a ajout6 que: 
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- 1'Assistance Technique est arrivke plus de deux ans et demi aprks la signature de 
l'accord de financement du Programme, donc plus de la moitiC de la vie du Projet (prCvu 
pour se dCrouler sur cinq ans), de m&me la composante ONG-Secteur privC n'a pas encore 
dCbutC, d'oh la nCcessit6 de prolonger le Projet de trois ans; 

- s'agissant de la situation fmancih-e, le circuit est compliqui et comprend beaucoup 
dYMapes, les dClais sont anorrnalement longs, d'oh problkmes de consommation de crkdits; par 
ailleurs les fonds Ctaient disponibles en 1993 et cornme il n'y a pas de nouveaux fonds 
accord& en 1994, il n'y a pas de lignes budgktaires ce qui fait qu'on assiste depuis prks de 
six mois A une situation de blocage; il faudrait, chaque annCe, attendre six A neuf mois, ce qui 
fait que personne n'est satisfait du systkme que tout le monde semble vouloir changer. 

Le DEPMAGIEL confirme que les constats ci-dessus, en ce qui concerne notamment 
la lenteur du circuit, sont reels, qu'il y a ~Critablement blocage et que le Conseiller en GARI 
et la DAAFIMAGfEL ont rCdigC un memo sur les differentes &apes (environ 26) h suivre. 

Le Chef de l'&uipe de 1'6valuation signale que le Directeur du Financement des 
Investissements et de la Dette Publique (DFI/DP/MF/P) estime d'une part qu'une 
correspondance doit %re adressCe au Directeur du Budget et du Contr6le Financier 
(DB/CF/MF/P) pour lui faire part de cette lourdeur administrative et d'autre part qu'il 
pourrait, en accord avec I'USAID qu'il conviendrait de consulter sur la question, &re Ctabli 
un cornit6 de gestion de contriile il priori, et faire en sorte que les pieces comptables passent 
de la structure b6n6ficiaire h sa direction puis directement B la banque de domiciliation du 
compte de la SDSA 11. 

Le DEP/MAG/EL dit &re sceptique sur cette proposition car la DF'I/DP a kt6 
ampliataire de toutes les correspondances adressCes par le MAGEL au MFIP pour Cvoquer 
les problkmes de gestion constat&. 

Le Conseiller en GRN rappelle qu'il n'y a pas de problkmes en matikre de 
planification budgetaire et de programrnation mais que les difficult& r6sident dans la 
comptabilit6 et le dkboursement des fonds; il propose que le chCquier soit avec le 
Coordonnateur National (A dksigner) du Programme qui aurait son comptable comrne c'est le 
cas pour la C.GRN; 

Pour le Conseiller en GARI, si I'idCal est de dCcentraliser, on doit, aprks une bonne 
Claboration du budget, autoriser le Directeur responsable de 1'exCcution signer les chhues; 
il prCcise que I'expCrience de l'ann6e dernikre a Ctk pCnible particulikrement pour le Code 
Rural; en outre, certaines dCpenses n'ont pu etre liquidCes jusqu'aprks la dkvaluation du 
F.CFA ce qui a kt6 source de perte de beaucoup d'argent; il pense que le Programme 
gagnerait en donnant 2 chaque direction la gestion de son budget; il informe que pour 
accdlkrer le processus de liquidation des dkpenses, ils ont, A un moment, envisage d'imprimer 
des bons de cornmande spkiaux pour la SDSA I1 en vue d'attirer l'attention des responsables 
concern& au niveau des diffkrentes ttapes, ou de responsabiliser un ou deux agents aux 
Finances et au TrCsor pour uniquement les pi5ces comptables de ce Programme. 

Le DEP/MAG/EL intervient pour dire que le problkme se situe au niveau des 
responsables de la Direction G6nCrale du Budget (D.G.B.) et du Trksor qui, B l'instar des 
financiers du monde entier, ont, de par leur formation, une autre vision de la gestion 
financikre; il souhaite que 1'&uipe d'~va1uation tienne une sdance de travail avec la D.G.B, 
le TrCsor et la Direction GknCrale des IrnpGts (D.G.I.). 

Les Cchanges de points de vue sur cette question ont CtC arrMs sans convenir d'une 
proposition de solution mais en convenant de la nCcessitC d'examiner le problkme avec d'une 
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part les responsables comp6tents du MF/P (D.G.B, Trksor, ...) et d'autre part le Contr6leur de 
I'USAID. 

Le point suivant examink avec le DEPMAGEL est celui relatif aux aspects 
institutionnels; le Chef de l'@uipe d'~valuation a demand6 l'avis du DEPMAGEL sur: 

- le problhme de la localisation des differents membres de 1'Assistance Technique; la 
nkcessite d'un Coordonnateur National ii plein temps qui serait log6, avec le Conseiller en 
GRN, h la C.GRN, quand bien mEme on ne dispose pas encore d'une perspective claire de la 
position de la Banque Mondiale sur l'avenir de la C.GRN et qu'il y a ntcessit6 d'attendre 
l'aide m6moire de la dernikre mission ou l'arriv6e vers fin Juin 1994 de la prochaine mission 
de la Banque; 

- le programme GARI: il y a la DAAF/MH/E qui dit qu'elle ne peut travailler avec ce 
volet tant qu'elle n'est pas saisie officiellement; il y a la DAAFMAGEL qui dit qu'elle n'est 
vraiment pas impliquk dans cette composante; il y a l'idee, partag6e par certains, que la 
plupart des activit6s en GARI sont du ressort de la DAAFMAGEL et non de la 
DEPMAGEL; 

- l'Unit6 de gestion des fonds pour la sous composante ONG: doit-on proposer de la 
rattacher ii la DDR/MF/P ce qui implique la nkcessite de travailler du jour le jour avec les 
trois Ministkres (MAGEL, MHE, MF/P) ou doit-on envisager de regrouper l'ensemble des 
experts IRG dans un meme batiment hors des trois Ministhres tout en cherchant ii maintenir 
des relations 6troites de travail avec ces derniers? n'y a t-il pas risque, dans ce deuxikme cas, 
d'isolement de 1'Assistance Technique et de reduction de son efficacite? 

- l'idee de proposer la tenue d'un atelier au cours duquel ces questions seront 
exarnin6es Ctant donn6 que la mission d'kvaluation ne pourra disposer, avant son d6part, de 
toutes les informations ndcessaires pour formuler toutes les recornmandations appropriees. 

Dans sa r6ponse le DEPMAGEL a estim6 que les developpements ayant conduit aux 
conclusions mentionnks par le Chef d9@upie d'8valuation ne sont pas suffisarnrnent kayks 
et que certains sont exag6rks; de son point de vue, si comme ressorti dans l'intervention du 
Chef de mission, depuis plus d'un an, tout ce qui a 6t6 fait l'a kt6 par les deux experts IRG 
seuls, c'est qu'il s'agit de supermen; il est inexact de dire que personne de l'administration 
n'a contribuk; il pense que ce qui a kt6 rkalis6 par les experts IRG fait partie de leurs 
attributions contractuelles. 

Le Chef de la mission d'kvaluation intervient pour signaler que jusqu'h maintenant, il 
semble que c'est IRG qui fait tout, y compris les rapports pour le MFP. 

Le DEP/MAGEL fait connake qu'il tient environ deux r6unions par semaine avec les 
experts IRG mais qu'h aucun instant ils ne lui ont dit que telle activite ne fait partie de leur 
mandat; en outre, de par le fait que chacun des experts peut le voir ii tout moment, il estirne 
qu'en cas d'un blocage 6ventuel connu de IRG, tant que l'information n'a pas kt6 portbe h 
son niveau, la responsabilitk incombe ii ladite &pipe; il prkcise que c'est la premikre fois 
qu'il apprend ce qui aurait Ct6 dit par les DAAWMAGEL et MWE; il reste convaincu qu'il y 
aura toujours des problcmes mais il souhaite qu'on ne les exagcre pas; il a donnd deux 
exemples de travaux rdalisCs par h i  alors qu'il s'agissait, de son point de vue, de aches 
devant etre effectukes par I'Assistance Technique IRG; il estime que ce que le Chef d7&upie 
d'8valuation a present6 (tel expert peut ou devrait &re ici plut6t que la,...), ce sont des 
hypothhses de travail; ce qui est essentiel c'est l'analyse ayant conduit aux diff6rentes 
recornmandations. 
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Le Chef d ' ~ ~ u ~ i e  d'~va1uation signale qu'B 13USAID, les dtcideurs ne s'inttressent 
pas B l'analyse mais aux conclusions (recommandations). 

Le DEP/MAG/EL fait connaftre que lui est intkressk par l'analyse qu'il lit 
effectivement; il estime qu'il convient d'abord de poser les probEmes, ensuite de s'entendre 
dessus, et enfin formuler les recornmandations. 

Le Chef d ' ~ ~ u ~ i e  d'Evaluation donne l'assurance que l'analyse va figurer dans le 
document. 

Le Conseiller en GRN appuie la nkcessitk d'une analyse et pose la question de savoir 
si l'kquipe d7~valuation va traiter du bilan des structures existantes, du Comitk 
interministkriel, de la supervision par les Secrktaires Gknkraux et au niveau technique 
(directions concernkes); il rappelle que les compte rendus des diffkrentes rtunions sont 
disponibles pour exploitation; il signale que beaucoup d'efforts ont kt6 consentis pour la 
supervision, notamment technique mais que le problkme reside dans le fait que malgrk cela, il 
y a un piktinement imputable, pense-t-il, B la non dksignation d'un responsable national 
chargk exclusivement du pilotage du Programme. 

Le Conseiller en GAR1 intervient pour dire que le probl6me n'existe que pour une 
seule raison: le fait qu'ils soient obligks de passer d'un ministkre B un autre; il estime que tel 
que le Gouvernement nigkrien est structurk, il n'est pas possible de rksoudre ces problkmes 
interminist6riels. 

Le Chef de 1 ' ~ ~ u i ~ e  dY8valuation pense qu'un Coordonnateur National de rang klevk 
est nkcessaire. 

Le DEPIMAGEL dit ne pas partager le point de vue qui consiste B croire que la 
nomination d'un Coordonnateur pourrait rksoudre le problkme, au contraire, cette mesure 
pourrait meme le compliquer; il invite B ne pas perdre de vue le fait que la SDSA est un 
programme de r6formes Cconomiques. 

01/06/94 Rencontre avec le deplmaglel et son collaborateur affect6 B plein temps B la 
SDSA 11: 

Le Chef de l7@uipe d'~va1uation propose d'examiner la possibilit6 de raccourcir le 
circuit de liquidations des d6penses. 

Le D E P M G E L  est d'avis que la prockdure (26 ktapes) est source de frustration 
pour tous les bknkficiaires; il propose que la prochaine rkunion du Comitk Technique 
Interminist6riel (8 Juin 1994) soit tlargie aux responsables du Budget, du Trksor et des 
Imp8ts pour discuter ensemble comment traiter la question des diffkrentes ktapes en vue de 
faire des recommandations en conskquence; il estime que la rencontre (atelier) sur les 
questions de tutelle du Programme, de localisation des experts, ....p eut &re tenue aprks le 
dkpart de lY&uipe dY~valuation; pour l'instant le travail va Etre poursuivi sur la base du 
syst2me actuel et cela conform6ment h l'accord de financement; la partie nigkrienne pourrait 
par la suite faire des propositions B I'USAID; 

Abordant la question des multiples conditionnalitks, le Chef de l'@uipe d'~va1uation 
informe l'assistance qu'il y a un Quilibre B respecter entre elles et l'enveloppe financikre du 
Programme: si on les diminue considkrablement, I'USAID de Washington D.C. pourrait 
rkduire le budget; les conditionnalitks dont on peut proposer de faire l'kconomie sont celles 
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relatives 2i la dkentralisation en raison de la crkation d'un ministkre spkcifique ayant en 
charge la question; concernant les aspects GARI, il y a quelques conditionnalitks que la 
mission d'Cvaluation proposera de revoir. 

Le DEP/MAG/EL kmet le souhait que la mission fasse une relecture du contrat IRG 
(qu'il qualifie de centre nerveux du Programme)-USAID et propose une rkpartition des tiiches 
qui Cviterait de se retrouver i l'avenir dans la situation de quelqu'un qui dit que telle activitC 
n'est pas prkvue dans ses attributions; il demande Cgalement la mission d'kvaluation 
d'Ctudier les profils des conseillers IRG et de se prononcer quant B leur correspondance par 
rapport aux Gches prCvues pour eux; il attire l'attention sur le Conseiller en GARI qui est 
Cconomiste et inforrnaticien de formation mais pas spCcialiste en GARI ce qui, de son point 
de vue, constitue un point de faiblesse pour l'atteinte des objectifs du Programme. 

Copie d'une partie des observations faites par le reprhentant de la Direction de 
lYEnvironnement B l'occasion de l'examen des offres pour l'assistance technique dans le 
cadre de la SDSA I1 en mai 1992. 

N.B: cette copie est soumise pour rappeler les probl8mes kvoquCs s'agissant de 
1"'hude sur le r61e de l'agent forestier" et des rapports entre 1'Assistance.Technique kt la 
partie nigkrienne. 

" AK 01-02-03/05/92 
Republique du Niger 

Ministkre de l'hydraulique et 
de l'environnement 

Direction de l'environnement 

Examen des offres pour l'assistance technique dam le cadre de la subvention au 
dCveloppement du secteur agricole (SDSA 11): 

I1 s'agit d'exarniner les propositions techniques repes des trois (3) organismes 
suivants: 

- Associates in Rural Development, Inc. (ARD); 
- International Resources Group, LTD (IRG); 
- Louis Berger Inernational, Inc. (LBII). 

Outre ces propositions, chaque membre du Cornit6 d7~valuation Technique des offres 
a eu en sa possession au cours de la premi6re rkunion (24-04-92) dew documents: 

- " APPENDICE I: DESCRIPTION DU TRAVAIL": il s'agit de termes de rkf6rence 
(18 pages) contenus dans le dossier d'Appel d'offres; 

- " MEMORANDUM" (6 pages) datk du 16 Mars 1992 et envoy6 B l ' u ~ ~ I D / l & ~ e r  
par la Responsable regionale du Bureau des Contrats de 1'USAID bask B Abidjan (C6te 
d71voire). 

- -- 
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Observations la lecture du Memorandum ci-dessus: 
- il est fait rtf6rence B deux reprises en page 1, la section M de I'Appel d'offres; il 

serait souhaitable de remettre une copie dudit Appel d'Offres h chaque membre du Comitt; 
- on y parle 6galement de la constitution du Comit6 lequel serait compos6 d'un 

Pr6sident et des membres. La pikce jointe (page 6) fait ressortir que le Comit6 est compost de 
cinq personnes parmi lesquel deux representants de 1'Administration nigtrienne (un cadre du 
Ministkre de I'Agriculture et de 17~levage et un du Ministkre de 1'Hydraulique et 
1'Environnement); il serait indiquk que les autres Ministkres impliquks dam la mise en ceuvre 
future de la SDSA I1 (Inttrieur, Justice, Fonction Publique et Travail, Finances et Plan) soient 
associks au processus de sklection de leur partenaire Consultant. Au cas oh on craindrait 
d'alourdir le Comitt, on pourrait faire l'tconomie des reprksentants de certains ministkres 
mais pas, pensons-nous, de celui des Finances et du Plan. 

Au sujet de la Description du Travail, nous ne savons pas si le dossier d7Appel 
d90ffres dont elle fait partie, a, avant lancement, fait l'objet de soumission B la partie 
nigtrienne pour adoption. En tout $tat de cause, nous nous permettons de signaler les 
insuffisances suivantes (de notre point de vue): 

- la notion de "r8les des forestiers dam la gestion des ressources naturelles" figurant 
dans la Description du Travail (pages 2 et 12), est diffkrente de celle de "l'exptrience acquise 
au niveau du terrain par les agents forestiers" retenue par le Comitk NigerIUSAID chargk de 
la conception et de la negotiation de la SDSA I1 B sa plCni8re du 24 Mai 1990 et cela, sur 
proposition de son sous-cornit6 Gestion des Ressources Naturelles. Il convient de rappeler en 
effet que le CornitC en question avait approuvk, au cows de ladite pltnikre, le point V 
"Responsablit6s des agents forestiers dam le domaine de la gestion des ressources naturelles" 
avec comme une des &apes intemkdiaires, une ktude 2 rkaliser, au cows de la premihe 
ann6e d'exkcution de la SDSA 11, conjointement par I'USAID et le Niger, et ayant pour 
thkme, "l'expkrience acquise au niveau du terrain par les agents forestiers", et cornrne 
conditionnalitk pour le dkboursement de la premikre tranche, l'klaboration et l'adoption des 
termes de rkftrence pour cette ktude. 

- les rapports entre I'Assistance Technique et la partie nigkrienne ne sont pas 
suffisarnment clairs: "le Conseiller Principal en gestionladministration servira de conseiller au 
DEP/MAG/El et au DAAF/MAG/El (page 7); ..... l'intkressk portera kgalement assistance au 
MAG/El au niveau de la collecte des donnkes, ... l'inttresst est spkcifiquement chargt d'aider 
le MAG/El h appliquer les mesures de rkforme .... La principale attribution de ce conseiller 
sera de concevoir et de mettre en place des systkmes de gestion au sein du 
MAG/El....L'intkressk sera chargk de la formation des homologues B la DEP et la DAAF du 
MAG/El ..."; nous n'avons nulle part constat6 sous quelle autoritk nigkrienne ce conseiller aura 
B travailler; en page 15, il est not6 que les Experts long terme seront affectks h la 
DEP/MAG/El et que le contractant rendra directement compte au directeur de la Mission 
USAID ou son repr6sentant; le fait que les diffkrents soumissionnaires aient prtsentk des 
organigrarnmes totalement diffkrents (cf ARD page 8 1 qui met 1'Assistance Technique (AT) 
sous l'autoritt de I'USAID et LBII fig. 3.1 la 3kme page du chapitre 3 qui propose I'AT 
sous tutelle de la DEP/MAG/El) est rkv6lateur de l'impr6cision des TDR quant B cette 
question; ...." 
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Annex J. Political reform perspective, Agricultural Sector Development Grant I1 

par Ibrahim Oumaru 
Land tenure specialist 

I. Introduction 

Le present document s'inscrit dans le cadre de lY&aluation 8 mi-parcours du programme de la 
SDSA-11. I1 ne s'agit ni d'un bilan diagnostic ni d'une analyse du deroulement des activites 
du projet mais d'un "document contribution" au niveau de l'objectif de reforme de politiques 
en particulier celles relatives 2 la tenure fonci6re et 8 la decentralisation. Ce document donne 
Cgalement des appreciations gCn6rales sur les activitks du programme SDSA-11. 

Au niveau de la tenure, le document traite du Code rural, de son processus 
d'elaboration 8 la problkmatique de sa mise en euvre. 

Quant B la dCcentralisation, elle sera abordee h travers les trois r6formes vCcues, les 
ressources des collectivit6s territoriales et quelques cas d'experiences de gestion 
decentralisee des ressources naturelles. 

11. Le code rural 

Les modalites de la gestion et dYacc6s 8 la terre constituent 5 n'en point douter l'une des 
conditions prialables au contrdle de la degradation de l'environnement et la cl6 d'un 
dkveloppement rural harmonieux et viable. C'est pourquoi le Niger s'est engage d6s 1985 
dans le processus d'elaboration d'un code rural. 

1. Processus d'klaboration du Code Rural 

Le 29 mai 1985, le gouvernement du Niger a mis en place un comite ad'hoc 
charge de l'elaboration d'un Code rural. Ce comit6 ad'hoc sera d'ailleurs 6rig6 
en comitk national en 1989 avec pour mandat: 

de conduire une reflexion d'ensemble sur les syst2mes de gestion 
de l'espace rural dans le cadre d'un d6veloppement global et 
harmonieux; 

de proposer un projet de reglementation de la gestion et des 
modalit& dyacc5s B la terre en vue de la sauvegarde de 
l'equilibre Ccologique et d'une rentabilisation des 
investissements. 
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Prenant en compte le caractkre trks complexe de la gestion qu'elle soul~ve, le comitt a 
considkrt l'tlaboration du Code rural cornrne une ceuvre de longue halkne qui doit se faire 
selon un processus dont l'objectif ttait de rtsoudre progressivement les problkmes qui ont ttk 
identifiks. 

L'approche choisie associe une dCmarche ii dominante juridique ii une dtmarche socio- 
kconomique dans une perspective participative et dkcentraliske. 

Pour pennettre une rkelle implication de toutes les couches socio-professionnelles et la prise 
en compte des rkalitks socio-Cconomiques et culturelles du pays, le dkcret portant crkation du 
Comitk National a prkvu au niveau dkcentralisk (arrondissements et dkpartements) 
respectivement des comitts et sous-rkgionaux. 

Dans le souci de garantir l'opkrationnalitk et l'efficacitk de ces structures, un document cadre 
dknommk "Aide-mkmoire" qu'elles sont chargtes d'administrer a kt6 klabork par le Comitk 
national; il est constituk dans son ensemble de questions spkcifiques qui s'articulent autour de 
quatre grands axes: 

8 les modalitts d'accks et de gestion de la terre; 
8 les usages coutumiers; 

les rkglements de conflits; 
les systkmes de production et l'organisation du monde rural. 

Ce document Ctait adressC h tous les acteurs ruraux et intervenants en milieu rural 
(agriculteurs, kleveurs, ONG, projets de dkveloppement rural, services techniques 
d'encadrement) et prend en compte toutes les ressources rurales (fonci&res, vkgktales, 
animales et hydrauliques). Dans la dtmarche et la strattgie adoptks, les travaux 
monographiques issus de l'exploitation de 1'Aide-mtmoire par les rkgions et sous-rkgions 
devaient servir de support au Code rural. 

Le primat accord6 au travail de la base se poursuivra tout au long du processus. 

C'est ainsi que les monographies de toutes les sous-rkgions de chaque dkpartement ont tt6 
rassembltes et exploitkes au cours des ateliers rkgionaux organisks en octobre 1989. 

Les rksultats de ces ateliers ont kt6 par la suite centralisks par le Comitk national qui a mis 
sur pied une kquipe de juristes nationaux et internationaux qui devrait les confronter B 
l'ensemble des lois et rkglements rtpertoriks et en vigueur rtgissant les ressources naturelles 
afin de proposer un avant-projet de code rural. 

Le texte proposk par cette kquipe a kt6 par la suite soumis B l'apprkciation de toutes les 
couches socio-professionnelles du pays (association d'tleveurs, association d'agriculteurs, 
chefs coutumiers, agronomes, vkt&inaires, forestiers, hydrauliciens, juristes, ONG, projets de 
dkveloppement rural) au sCminaire national de Guidiguir de janvier 1990 auquel prendent 
kgalement part les partenaires de coopkration. 
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Les recommandations issues de ce grand forum ont permis l'enrichissement de l'avant-projet 
qui, aprks plusieurs travaux techniques de finalisation, prendra la forme d'un projet de Loi 
fixant les principes d'orientation du Code rural. 

C'est cette Loi qui a it6 soumise aux autorit6s politiques pour exarnen et adoption. 

Le gouvernement de la transition l'a transrnise au Haut Conseil de la Rbpublique qui faisait 
office de parlement au lendemain de la Conference nationale. Pour sa part, le Haut Conseil de 
la Rkpublique a charge la commission de 1761aboration des textes fondamentaux qu'il a mise 
en place de l'examiner. 

Le nouveau projet de loi issu des travaux de cette commission a 6t6 adopt6 par le Haut 
Conseil de la Rkpublique et promulgu6 par le gouvernement de la transition le 2 mars 1993. 

2. Contenu de la Loi fixant les principes d'orientation du Code Rural 

La question de la gestion des terres au Niger est un domaine complexe, en raison de la 
coexistence d'un certain nombre de rkgles juridiquesl 

droit coutumier nigkrien, 
droit islamique, 
les rkglements fonciers et domaniaux coloniaux, 
les Lois et rkglements de 1 '~ ta t  nig6rien. 

Notre code rural est un code de synthkse devant prendre progressivement la place de 
l'ensemble des rkgles juridiques pr6existantes qu'elles soient du droit 6crit ou du droit 
coutumier. C'est un v6ritable instrument devant d6finir le statut des terres et servir de cadre 
juridique susceptible de permettre une gestion d'ensemble de toutes les composantes de 
l'espace rural: terres, piiturages, forets, animaux, ressources en eau. 

En particulier le Code rural: 

regit les droits d'accks B la terre et son mode de gestion; 

comble les lacunes institutionnelles et juridiques notamrnent l'incertitude des 
agriculteurs et Cleveurs quant 2i la nature de leurs droits sur les terres; 

O pose concr&tement et rkglemente les questions relatives 2 la cohesion sociale 
notamment celles qui se rapportent aux multiples obstacles culturels, aux litiges 
et aux diverses conditions d'appropriation des terres; 

met l'accent sur la necessitt de skuriser les producteurs ruraux et d'elever leur 
aptitude B la crCativit6 au service de d6veloppement. 
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La Loi portant principes d70rientation du code rural en tant que cadre juridique de rkfdrence 
et d'organisation, se fonde sur la clarification et la reconnaissance des droits et devoirs, les 
obligations et sanctions, des niveaux de compktence et de recours. Elle est avant tout un 
instrument privilkgik de dkveloppement, portant en elle le seau d'une vdritable volontC 
politique. 

On peut regrouper le contenu de la Loi d'orientation en quatre thkmes majeurs: 

a) Sdcurisation des opdrateurs ruraux 

C'est le point focal du Code rural. I1 est clairement apparu dans le Code la volontk du 
lkgislateur de clarifier: la notion de propriktk, les sources de droit, la reconnaissance et la 
garantie des droits des op6rateurs ruraux dans l'exploitation des ressources naturelles 
renouvelables en milieu rural, les rkgles de procddure de rkglement de litiges. 

b) Conservation et gestion des ressources naturelles 

Il est rnis l'accent ici sur la protection et la restauration prioritaire des zones ii haut risque 
kcologique, la mise en place et l'ex6cution d'une politique foncikre adkquate, la gestion 
rationnelle du capital forestier et les piiturages, la protection de la faune et la pr6servation des 
ressources halieutiques. Un accent particulier est mis au droit ii la propriktk fonci&re des 
couches sociales marginalis6es. 

Ainsi, les ressources naturelles rurales sont dCfmies c o m e  faisant parti du patrimoine 
comrnun de la nation et tous les nig6riens ont une 6gale vocation ti y accdder sans 
discrimination de sexe ou d'origine sociale. 

I1 est fait obligation de mise en valeur sous peine de voir confier provisoirement l'usage du 
sol ii un tiers. 

Des dispositions sont prdvues qui dkfinissent les obligations et le r6le des op6rateurs ruraux ii 
tous les niveaux ainsi que les mesures correctrices de toute infraction B la rkglementation. 

c) Organisation et administration du monde dural 

Cette question est une des pr6occupations majeures du lkgislateur qui du reste confere B 
certains aspects une dimension nouvelle afin d'orienter et de concilier toutes les synergies 
vers le ddveloppement. Elle a pour objet l'exercice des prerogatives de direction et de 
contrcile de l'activitk rurale B travers la gestion foncikre et la police rurale. 

d) Amdnagement du territoire 

11 s'agit surtout ici de classifications et utilisations des terres. Deux sous-thkmes apparaissent 
clairement: 

participation des populations ti l'organisation de l'espace rural; 
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droits d'usage prioritaires des pasteurs sur leur terroir d'attache et sch6mas 
d' arnknagement foncier. 

3. Campagne de popularisation du Code Rural 

En vue de r6flCchir sur la popularisation du Code rural, le Premier Ministre a demand6 au 
Ministkre de lYAgriculture et de lY~levage assurant la tutelle du SPfCNCR de mettre en place 
un Comit6 de reflexion. Celui-ci a tenu ses travaux du 10 au 12 aoQt 1993 B Torodi. 

Le cornit6 a recommandC au titre des mesures institutionnelles, la mise en place d'une 
commission nationale de popularisation et d'adoption rapide des textes crCant les structures de 
mise en ceuvre du Code rural. C'est ainsi que la commission nationale de popularisation a 6tC 
mise en place et comprend une quarantaine de membres venant de toutes structures 
administratives et de la sociCtC civile. 

Tous les membres de la commission nationale de popularisation se sont retrouvCs B Dosso du 
13 au 17 dCcembre pour une formation prCalable au dCmarrage de la popularisation. L'objectif 
vis6 par cette formation est la maitrise du contenu de la loi d'orientation par les participants 
et une meme compr6hension des diffdrents articles, une stratkgie de popularisation a CtC 
Cgalement adopt6e. 

Les objectifs visCs B travers la carnpagne de popularisation sont: 

faire connaftre 2 tous les nig6riens le contenu de la loi d'orientation; 

a skcuriser les citoyens quant B son contenu. 

Au niveau de la m6thodologie de cette popularisation nous avons retenu: 

a) Pour le contenu: 

Un corpus de base concentrant les articles clCs de la loi d'orientation a CtC constituk pour 
servir de base au module principal de la campagne de popularisation. 

b) Des groupes cibles ont Ctk identifies selon leurs particularit6s les groupes cibles auront 
des messages gCnCraux etfou spCcifiques. 

c) Les actions de popularisation retenues sont les suivantes: 

edition et diffusion massive de la loi d'orientation dans toutes les langues 
nationales du pays (8 langues); 

a utilisation des moyens de communication de masse (radio, t6lCvisionY presse 
Ccrite, supports); 

Tropical Research and Development, Inc. 
J-5 



. formation: notamment celle de la commission nationale elle-meme, les autorit6s 
administratives regionales, la chefferie traditionnelle, les magistrats, les cadres 
techniques, etc, qui sont les principaux acteurs de la mise en ceuvre de la loi 
d'orientation; 

ateliers specifiques B certaines associations professionnelles d'agriculteurs et 
d'dleveurs. 

Maintenant que la loi est popularisCe, sa mise en ceuvre effective va d6pendre de la capacit6 
des institutions et structures chargees de sa gestion de mobiliser les opQateurs ruraux dans 
des actions concrktes et surtout 6laborer des textes compl6mentaires qui sont apparus 
indispensables travers les d6bats pendant la popularisation. 

4. Mise en aeuvre du Code rural 

la mise en ceuvre du Code rural ne peut etre effective que dans le cadre d'une decentralisation 
v6ritable. Aussi, la loi d'orientation composCe de trois livres consacre le troisi5me aux 
institutions du monde rural chargks de sa mise en auvre. 

Ainsi sont pr6vues les structures locales de gestion fonci8re notamment des secr6tariafs 
permanents locaux du Code rural au niveau des departements, arrondissements et communes. 

a) Structure de gestion du Code rural 

Au niveau du dbpartement, le secretariat permanent prevu, a pour mission lY6laboration d'un 
schema d'arnenagement foncier (SAF) qui vise l'affectation des espaces aux differentes 
activites rurales ainsi que les droits qui s'y exercent. 

Le SAF doit etre vu comme un 616ment du sch6ma du d6veloppement du departement, donc 
6labor6 avant celui-ci. Des conflits de competence peuvent intervenir entre le Ministbre de 
1'Agriculture et de 19~levage (Code rural), le Ministkre des Finances et du Plan (DDR) et le 
Ministbre de I'Equipement et de 1'Amenagement du Territoire; donc il faut situer trks vite les 
responsabilit6s des uns et des autres. 

Au niveau des arrondissements et communes, les secretariats permanents sont les organes 
permanents des cornrnissions foncibres qui gbrent notarnrnent les dossiers ruraux. 

La mise en ceuvre des cornmissions foncibres conditionne la mise en czuvre effective du Code 
rural. En effet, ces commissions sont les chevilles ouvri6res de la mise en ceuvre du Code 
rural. Elles disposent des comp6tences consultatives et d'un pouvoir de decision. Au titre des 
comp6tences consultatives, leur avis est obligatoirement requis, sous peine de nullid, pour 
toutes les questions relatives ii la determination du contenu de la mise en valeur des terres et 
la prockdure d'elaboration des concessions rurales pouvant conduire B l'acquisition d'un droit 
de propri6t.6 sur les terres conc6dCes. 
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Au titre de pouvoir de dkcision, les commissions fonci5res ont compktence pour prockder ii la 
reconnaissance et 8 l'ktablissement du contenu des droits fonciers ainsi qu'8 la transformation 
en droit de propri6tk des droits de concession rurale. Elles ont un pouvoir gknkral de contr6le 
de la mise en valeur des terres de I'arrondissement ou commune. Elles peuvent transferer B un 
tiers l'usage du sol non mis en valeur. Compte tenu de la complexit6 de la question foncikre, 
le secrktariat permanent du CNCR a adopt6 une dkmarche prudente dans la mise en place des 
commissions foncikres. Ainsi, il est envisage l'installation d'une commission par dkpartement 
au titre d'une op6ration test: 

Arrondissement de Kollo pour le d6partement de Tillabkry 

Arrondissement de Boboye pour le dkpartement de dosso 

. Arrondissement de Konni pour le dkpartement de Tahoua 

. Arrondissement de Guidan-Roumdji pour le dkpartement de Maradi 

. Arrondissement de Mirriah pour le d6partement de Zinder 

. Arrondissement de Mdin6-Soroa pour le dkpartement de diffa 

Arrondissement de Tchirozkrine pour le dkpartement d'Agadez. 

Ces commissions foncikres devraient dkmarrer en 1994 mais elles n'ont pas encore eu de 
financement sauf celles de MdinbSoroa et Mirriah financkes par la coopkration danoise et qui 
sont en phase d'installation. 

Les cinq arrondissements de I'opkration test de la Banque mondiale sont malheureusement 
differenis de ceux du Code rural sauf Boboye. I1 y a 18 un problhme de coordination. 

b) Textes complkmentaires 

Des textes complkmentaires lkgislatifs et rkglementaires sont prkvus pour constituer avec la 
loi d'orientation, le Code rural. 

Deux textes seulement sont pour le moment en chantier: pastoralisme et terroir d'attache; 
mise en valeur. 

L'elaboration des textes compl6mentaires majeurs attendent des financements: 

Rkvision du Code forestier, le regime de la faune, texte sur les sites des cultures de contre- 
saison, regime de peche, pisciculture, etc. 
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Le dkcret d'application et les textes crkant les structures de mise en czuvre du Code rural ne 
sont pas encore adoptks par le gouvernement si bien que la loi d'orientation bien que 
populariske, n'est pas encore appliquke. 

C )  Problkmatique posCe par la mise en axvre 

Au cours de la popularisation, beaucoup de rkactions ont CtC enregistrees: 

Premikrement, c'est un soulagement quasi gknkral de voir l'aboutissement de la 
loi d'orientation qui Ctait en chantier pendant plus de sept ans et les 
dispositions qu'elle renferme notamment en matikre de procCdure de rkglement 
des conflits sont bien accueillies; 

I1 est apparu la nkcessit.6 d'Claborer au plus tat des textes complkmentaires 
notarnment ceux relatifs au contenu de mise en valeur, au pastoralisme et 
terroir d'attache, au statut des sites de cultures de contre-saison et 
arnknagement hydraulique; 

L'urgence de la mise en place des commissions foncihres est soulign6e par tous 
les participants. 

Des inquiktudes ont egalement Cte soulev6es: 

sur l'origine de la proprikt.6 coutumi&re, notamment l'alinka qui dit qu'elle 
rksulte de l'attribution B titre dCfinitif de la terre B une personne par I'autoritC 
coutumikre compktente; 

Le constat d'absence ou l'insuffisance de mise en valeur qui autorise la 
commission fonci5re B donner l'usage du sol h un tiers; 

Le droit d'usage prioritaire reconnu aux pasteurs sur leur terroir d'attache; 

. Le nantissement du capital-bCtail par le propriktaire (notion inconnue sur le 
plan traditionnel); 

La procCdure de rkglement des conflits qui exclut maintenant les autoritCs 
administratives. 

Des craintes sont soulignCes par les organisations rurales sur leur capacite de faire prCvaloir 
leurs droits, notarnrnent dans la procedure d'expropriation pour cause d'utilitb publique oh la 
loi prkvoit au prkalable une juste indemnisation. 

Une autre crainte est celle de voir la loi d'orientation etre un texte en plus sans cadre 
d'application; cette crainte est rCelle car les structures pr6vues de mise en ceuvre du Code 
rural necessitent des ressources fmancikres importantes qui dCpassent la capacitC interne 
actuelle de 1 '~ ta t  et sont compatibles difficilement avec un financement soumis B d'enormes 
conditionnalitks cornme la SDSA-11. 
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111. Decentralisation de la gestion des ressources naturelles 

L'accession du Niger A l'indtpendance a post la ntcessitt d'un choix sur la f a ~ o n  
d'organiser l'administration territoriale et ce, dans l'optique d'un dtveloppement 
national ax6 sur l'unitt nationale, l'augmentation du niveau de vie des masses et 
l'indtpendance tconomique. La dtcentralisation, vue comme rtponse institutionnelle 
au problkme de la participation des populations B la gestion des affaires locales, 
devrait donc permettre de faire face aux exigences de la construction nationale et du 
dtveloppement tconomique et social. 

Il s'agissait donc de mettre en place une solide armature administrative regionale et 
locale apte A promouvoir et B assurer le d6veloppement B partir de la base. 

Le dtcoupage territorial en trois niveaux qui en a rCsultC: dkpartements, 
arrondissements et communes, aura une mise en ceuvre effective pour les deux 
premiers. Cependant, un retard considtrable sera accust dans l'installation des 
communes qui ttaient perques comme echelon de base, domaine par essence de la 
dtmocratie locale. 

Le caractkre inachevt de la rtforme administrative rtgionale et locale ainsi que son 
mode de gestion qui ont laisst apparaitre quelques dtficiences, ntcessite une 
redefinition des structures et des organes en vue de la rendre plus aptes B promouvoir 
et B garantir la participation pleine et entikre des populations A la gestion des affaires 
locales, ce qui du reste constitue un imptratif de la nouvelle configuration du contexte 
national. 

1. Cadre institutionnel de la dCcentralisation 

Le Niger a optrt trois rtformes dans le cadre de la dtcentralisation: 

La loi 61-50 du 3 1 dtcembre 1961 portant organisation des collectivitts 
territoriales Crige les circonscriptions administratives de base, les cercles 
unitaires et les subdivisions en collectivitts territoriales; 

. La loi 64-023 du 17 juillet 1964 portant creation de circonscriptions 
administratives et collectivitCs territoriales institue trois niveaux 
d'administration territoriale: 

un tchelon de base, la commune; 
un tchelon de relais, l'arrondissement;. 
un echelon de coordination rGgionale, le departement. 

Les arrondissements et communes sont GrigGs en collectivit.6~ temtoriales dotees de la 
personnalitk morale et l'autonomie financikre; 
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L'ordonnance 83-026 portant statut de la socidtd de dCveloppement. 

La socittd de dtveloppement selon ses initiateurs, devrait 2tre "celle ori le diveloppernent se 
fait pour tous et par tous grice, d'une part a une rielle prise de conscience de chacun de 
son r6le dans le de'veloppement et d'autre part h la participation active de l'ensemble de la 
population cE la diflnition de ses objectifs et de ses prioritis". 

Il faut souligner que le concept de participation introduit par la sociCt6 de d6veloppement a eu 
le merite d'une part d'ktendre la concertation et la participation des populations h des 
echelons oii jusque lh elle n'avait pas cours d'une manihre formelle c'est-&-dire les tribus, 
villages, cantons et groupements; d'autre part de responsabiliser les populations dans 
l'kdification, la mise en ceuvre, le suivi et 1'6valuation des actions de dkveloppement. 

2. Les ressources des collectivitQ territoriales 

Le fondement juridique des finances publiques locales au Niger est la loi 65-006 du 8 fkvrier 
1965. En vertu de cette loi, les arrondissements et les communes sont habilit6s B percevoir: 
les taxes d'arrondissement, de voirie ou municipales; les taxes fiscales; les taxes indirectes; 
les taxes rkmunkratoires. 

La loi 66-022 du 23 mai 1966 d6termine la liste des impbts et taxes de 1 '~ ta t  sur lesquels 
peuvent 2tre instituts les centimes additionnels au profit des arrondissements et communes. 

Un tel processus de d6centralisation a-t-il permis une bonne gestion des ressources naturelles? 
La gestion des ressources naturelles est apparue au centre des dkbats au d6but des ann6es 80 
quand la ddsertification prenait des proportions inquietantes a conduit B l'arnenuisement des 
ressources naturelles, ce qui a gravement modifi6 les relations hommdespace. Ceci s'est 
traduit trks souvent par des tensions sociales graves. 

La rdponse h une telle situation, pour &re efficace, doit chercher entre autres une participation 
massive et volontaire des populations. Aussi, nous pr6sentons quelques exp6riences dans 
l'approche de gestion des ressources naturelles. 

a) La gestion paysanne des ressources naturelles: cas des ressources forestihres 

Il s'agissait notamrnent de s'orienter vers une gestion plus rationnelle des ressources 
existantes en impliquant et en responsabilisant les populations wales. On &le m6me de 
transfert de la gestion des ressources forestihres aux populations locales organis6es en 
groupements de producteurs appel6s "coopQatives forestihres" ou "march6es ruraux". 

On compte aujourd'hui seize (16) coop6ratives forestihres dont sept (7) pour les for6ts 
naturelles et neuf (9) pour la gestion de plantations. On compte 6galement trente trois (33) 
march6s ruraux en fonctionnement. 
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- 
Ces structures rencontrent des difficultks pour mener ?i bien leurs activit6s. La plupart de ces 
difficult& trouvent leur origine dans le processus meme de mise en place de ces coop6ratives: 
insuffisance de l'information-sensibilisation-formation des dirigeants, trks forte 
"artificialisation" de lYop6ration de type "entreprise cl6 en main", etc. 

. Difficult6 de 1'6coulement de la production des coop6ratives due en grande 
partie B la concurrence qui leur livre l'exploitation non contr6lCe B bon march6 
par rapport au prix 6lev6, fuc6 et pratiqu6 par les coop6ratives; 

. parmi les enseignements tir6s de lYexp6rience en matisre de gestion 
d6centralis6e des for&, il y a aussi la difficile int6gration de l'agriculture mais 
surtout de 1'6levage; 

. Cependant, on retient que si l'on oeuvre pour une responsabilisation r6elle des 
communaut6s rurales, les paysans sont effectivement 2 meme de faire la preuve 
de leur capacit6 prendre en charge la gestion de leurs affaires surtout quand 
les int6rets sont bien perceptibles par tous. 

b) Experiences des ONG dans le domaine du foncier et de la gestion des ressources 
naturelles 

Les ONG dans leur majorit6 ne sont pas encore directement impliquhs dans la gestion des 
ressources naturelles et de ce fait, l'on peut affirmer sans exageration qu'elles n'ont pas 
suffisarnment capitalis6 dYexp6riences en la matisre. 

La non implication v6ritable des ONG au niveau des droits fonciers relsve de l'environnement 
institutionnel dans lequel sont mis en oeuvre des projets de ddveloppement se rapportant B la 
gestion des ressources naturelles, plut6t que d'une absence manifeste de volont6 de leur part. 

Par conformisme, on peut ne pas Stre en pork ?i faux avec les autoritks de tutelle, les ONG 
s'aventurent trss prudemment sur le terrain Cpineux de la question foncisre sur lequel elles 
utilisent plut6t les autorites coutumikres (chef de village et de canton) et tentent autant que 
faire se peut de favoriser discr5tement 17acc&s des couches ddfavorisdes, en l'occurrence les 
petits agriculteurs et les femmes, 2 la ressource terre. 

IV. ApprCciations g6nCrales du programme SDSA-I1 

Il s'agit d9appr6ciations sornrnaires portkes sur le programme et au besoin suivies de 
recornrnandations. 

a) Objectif du programme 

L'objectif cadre bien avec la politique du gouvernement en particulier en matisre de gestion 
des ressources naturelles et de la responsabilisation des populations 21 la base dans la conduite 
des actions de dkveloppement. 
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La composante institutionnelle va cependant connaitre beaucoup de contraintes B cause de la 
situation socio-politique que traverse le pays et de la situation financikre trks preoccupante de 
1 '~tat .  

b) Durke du programme 

Prkvu pour cinq ans, le programme a dkmarrk trois ans aprks la signature de l'accord, il 
n'aura donc que deux ans dYactivit& si aucune prolongation n'intervient. 

L'atteinte des objectifs est B present li& B la prolongation d'au moins trois ans du programme 
qui prendrait ainsi fin en 1998. 

c) Conditonnalitks 

La SDSA-I1 a continue dans l'approche de la SDSA-I 06 le deboursement est prevu en 
tranches subordonnks B la satisfaction des conditions prealables. La SDSA-I est g M e  sous 
forme de projets alors que la SDSA-I1 est un appui budgetaire au fonctionnement de certaines 
structures impliqukes directement ou non B la gestion des ressources naturelles et un appui it 
certains investissements de 1 '~tat .  

Beaucoup de conditions prkalables ne sont autres que des objectifs ou des performances 21 
atteindre au cours de l'exkcution du programme. L'Ctendue de ces conditionnalitks et le 
nombre de structures bknkficiaires font de la satisfaction des conditions prkalables un veritable 
"casse-t&e" pour l'kquipe du projet. 

d) Gestion du projet 

1. Structure de gestion du programme 

La structure est perque comme une structure de projet traditionnel c'est-h-dire celle qui 
a la responsabilite totale du projet. Le mandat de I'IRG, le document de base du projet 
et le document d'accord de la subvention ne sont pas connus des structures 
bknkficiaires d'oii l'attitude attentiste de ces structures dans l'ex6cution du projet. 

L'IRG avec seulement deux experts residents, travaille avec toutes les structures 
gouvernementales parfois sans clarification de r6les. 

2. Assistance technique 

L'assistance technique travaille sans homologues dCsignts, ce qui rend difficile sa 
mission. La coordination des activitgs entre structures benkficiaires pose des problkmes 
et I'IRG se dkbat presque seul h suivre la satisfaction des conditions pr6alables. I1 y a 
manifestement un besoin d'un coordonnateur national, qui sera responsable du 
programme au niveau national et aura la charge de suivre les conditions prealables. Ce 
coordonnateur aura des repondants dans les 3 rninistkres impliques dans le programme 
(MAG/EL, MFP, MWE). 
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Au niveau de l'assistance technique LTC, la phase "Ctudes" est maintenant dkpasske, le 
Code rural est dans la phase "rnise en axvre". 

L'expertise LTC doit s'orienter maintenant vers les actions terrain avec au moins un 
expert rksident qui appuierait la rnise en place des commissions fonciih-es et les 
schCmas d'amknagement fonciers. I1 y a beaucoup de travaux de conception dans la 
mise en cleuvre du Code et le SPICNCR ne dispose prksentement d'aucun spkcialiste. 
L'assistance technique prkvue au niveau du volet ONG doit tenir compte qu'il existe 
maintenant des compktences au niveau local. Un chef de mission pourrait donc coiffer 
deux B trois experts recrutCs localement. 

e) Structures bCnCficiaires 

La liste des structures bknkficiaires de la premi2re tranche a t t t  volontairement IimitCe aux 
structures directement impliquCes dam la GRN et celles directement concernkes par le volet 
GARI. 

Maintenant, il y a lieu d'klargir les structures bknkficiaires aux directions de l'agriculture et 
de l'klevage pour le volet GRN et 21 la DAAFIMHE pour le volet GARI. 
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Annex K. Report: Natural Resources, Agricultural Sector Development Grant I1 

by Joseph A. Tabor, TR&D consultant 
(Environmental and natural resources specialist) 

2. Progress related to priority program assistance approval document outputs and 
activities by component 

2.1. Natural resources management component 

Table 2.1-1 shows the level of effort devoted by the International Resources Group to 
consulting and training activities, which help achieve the Agriculture Development Grant I1 
and the International Resources Group contract objectives.' The effort level is given in 
person days and followed by the name of specific consultants or recipients of training. 
Activities that are planned but not yet funded are placed in brackets, "[I." 

1 "The [International Resources Group] team will provide technical assistance, particularly in the 
areas of planning, information systems, impact monitoring, budgeting, and personnel 
management for the institutional component and various aspects of natural resources 
management for the natural resources management component" (United States Agency for 
International Development's Agriculture Sector Development Grant I1 Contract with the 
International Resources Group). 
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Table 2.1-1. International Resources 

Administration and program 

Information systems 

monitoring and evaluation training 

Policy (activity directly fulfills the 
condition precedent) 

Decentralization (activity directly 
fulfills condition precedent) 

Nongovernmental organizations 
(activity directly fulfills condition 
precedent) 6-day workshop for 5 1 
participants 

Agroforestry 

Forest management 
2-day study of natural forest 
management in the Niamey department 

Forest 
fulfills 

agent role (activity directly 
condition precedent) 

workshop in July 1994 by 
Christophersen and Shve. 

Number of person days 

10 
4 
8 

Technical specialist(s) 

Hindman 
Winterbottom, Rands 
Christophersen 

Diallo 
Hecht 

36 person days in Gambia Sidi, Seydou (plus a 
USAID foreign service 
national) 

Shaikh 
Shaikh (jointly funded) 

Gannon 

D i d o  

Group level of effort in consulting and training activities. 

- 

, I - 

- 

- 
I 

- 

- - 

30 
30 
60 [I00 person days for three 
Direction Departmental de 

6 in Ouagadougou 

12 

1'Environnement foresters to 
conduct regional case 
studies]; 130 person days for 
a technical study]; [30 person 
days for a political study]; 
[I25 person days for five 
foresters to conduct 
international study in Mali, 
Burkina Faso, and 
Cameroon]. 

Winterbottom, Sidi 

Hawkes 

Perier 
Manou 
Saley, Gombo 

- 
Chris tophersen 
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2 .11  National natural resources management strategy and action plan 

Prior to the start-up of the Agriculture Sector Development Grant I1 program, the USAID 
developed a natural resources management action program and action plan for Niger under 
the African Bureau's natural resources management project, and added a $7 million natural 
resources management amendment to the Agriculture Development Grant I to fund natural 
resources management activities. The World Conservation Union, UNSO, the United Nations 
Development Programme, Comit6 Inter- tat pour la Lutte contre le Secheresse dan le Sahel, 
the Food and Agriculture Organization of the United Nations, and the World Bank were all 
heavily involved in developing natural resources management strategies for Niger. The World 
Conservation Union's contribution included an assessment of biodiversity conservation in 
Niger and help in developing sections of the Rural Code relating to wildlife and the 
environment. The World Conservation Union decided against developing a separate national 
conservation strategy, given the other natural resources management programs that were being 
developed for Niger. 

UNSO, the United Nations Development Programme, and Comit6 1nter-8tat pour la Lutte 
contre le Secheresse dan le Sahel supported the development of the Plan National de Lutte 
Contre la D6sertification; the Food and Agriculture Organization of the United Nations 
promoted the Tropical Forestry Action Plan; and the World Bank contributed to the Program 
Integr6 de Gestion des Ressources Naturelles. The Cellule de Gestion des Ressources 
Naturelles was created in 1991 by the Government of Niger to develop and coordinate natural 
resources management strategy and to help harmonize these diverse donor-supported 
strategies. It was placed under the interministerial the Ministkre de 1'Agriculture et de 
lY8levage and the Ministkre de 17Hydrolique et de l'Environnement, Sous-Cornit6 de 
D6veloppement Rural, which has a mandate to develop a policy and strategy for sustainable 
rural development that includes a focus on natural resources management. This integration 
under the Cellule de Gestion des Ressources Naturelles has helped to eliminate duplication of 
staff and mandates between Plan National de Lutte Contre la Dksertification and Program 
Integr6 de Gestion des Ressources Naturelles, and has contributed to combining resources in 
the development of the Programme National de Gestion des Ressources Naturelles. 

At present, there is considerable controversy regarding the role and the organization of the 
Programme National de Gestion des Ressources Naturelles and the relationship of the 
Agriculture Development Grant 11 to both the Programme National de Gestion des Ressources 
Naturelles and the first phase of the World Bank-financed Gestion des Ressources Naturelles 
project, which is discussed in more detail in the institutional section. The past coordination of 
divergent donor approaches to natural resources management illustrates that- organizational 
problems can be worked out, and that an effective national natural resources management 
strategy can be successfully developed. 

2.1.1.1. Specific International Resources Group team activities 

The International Resources Group team, in cooperation with the Cellule de Gestion des 
Ressources Naturelles, conducted an informal meeting on December 20, 1993, of donors 
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involved in natural resources management programs. The summary tables of condition 
precedents were distributed to institutions involved with the Agriculture Sector Development 
Grant I1 to help coordinate the program with other donors. The Government of Niger 
(especially the Cellule de Gestion des Ressources Naturelles), the World Bank, and Food and 
the Agriculture Organization of the United Nations have been developing the Programme 
National de Gestion des Ressources Naturelles. It includes many Agriculture Sector 
Development Grant I1 goals, such as nongovernmental organizations and private enterprise 
support, decentralization, and village based management of natural resources and is potentially 
a much longer-term program (20 to 25 years) than the Agriculture Development Grant 11. The 
International Resources Group team has met on several occasions with the World Bank's 
supervision missions (June 17, 1993; August 23 and 27, 1993, and May 4, 1994) and 
discussed modes of collaboration. 

The International Resources Group team and the Sous-ComitC de DCveloppement Rural met 
several times last year, primarily to review design issues of the Programme National de 
Gestion des Ressources Naturelles. The International Resources Group team meets regularly 
with the staff of the SecrCtariat Permanent du Code Rural to determine priority activities that 
the Agriculture Development Grant I1 can support. The International Resources Group team is 
also a member of the newly established ComitC Permanent de Suivi et de Rhflexion sur 
1'Amknagement de ForEts Naturelles, which has met three times to discuss issues related to 
natural forest management. 

The International Resources Group team assisted the International Center for Research in 
Agroforestry and Institute National pour Research Agronornique au Niger in conducting a 
national workshop, August 13, 1993, on farmed parklands (i.e., trees in agricultural fields) for 
department-level services (e.g., agriculture, environment, and rural engineering) and some 
natural resources management project personnel. 

The International Resources Group team also meets periodically with the coordinator of the 
National Committee for the United Nations Conference on Environment and Development 
activities (established June 23, 1993), which is in charge of follow-up activities to the United 
Nations Conference on Environment and Development. The national committee for this 
conference, led by the Direction de l'Environnement, represents more than ten Government of 
Niger institutions concerned with natural resource management and works closely with the 
Cellule de Gestion des Ressources Naturelles. Its focus is to prepare proposals related to 
Agenda 21 of the United Nations Conference on Environment and Development and natural 
resource conservation policies related to a National Environment Action Plan. 

The International Resources Group team distributed information request forms on natural 
resources management activities to establish a natural resources management database. The 
new database is incomplete and needs to address some inconsistencies, such as the four 
projects listed under Wildlife Management and Fisheries that are described as forestry 
projects. Nevertheless, of the fifty-three natural resources management projects that have 
responded, a total of $60.4 million from donors is distributed among forty-nine projects based 
on predevaluation exchange rates from franc CommunautC Financier Africain to U.S. dollars. 
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According to the International Resources Group's results, the project with the longest life was 
USAID'S Agriculture Sector Development Grant I and I1 program of eight years; the average 
project life was four years. Many of the bigger projects are near completion. According to the 
response to this International Resources Group survey the largest support from donors goes to 
agriculture, pest management, and soil and water conservation (classification used in the 
International Resources Group survey), which receives $23.6 million per year ($13 million 
from the Fond EuropCen de DCveloppement for an irrigation program and $5.2 million from 
USAID for the Agriculture Development Grant I and 11). The next management group with 
the largest funding was the Integrated Rural and Community Development with $17.4 million 
($10.2 million for the DCveloppement Rural IntCgrC de Keita I1 from the Italians and 
Programme Alimentaire Mondial). The next group, Gestion Des Terroirs and natural resources 
management, receives $17 million per year ($5 million going to the Fond Europkn de 
DCveloppement's Basse VallCe de la Tarka project). Livestock and range management projects 
receive $1.4 million a year, revegetation and forest management projects receive $734,000 a 
year, and wildlife management and fisheries projects receive $194,000 a year. 

2.1.2. Resource tenure 

Since the publication and distribution of the Principes d'orientation du Code Rural (1993), 
two draft complementary texts, "Mise en valeur" and "Terroirs d'attaches," have been re- 
leased. Two of the seven test commissions Foncikres have been funded and are being esta- 
blished in Mirriah (Zinder) and Maine Soroa (Diffa) arrondissements. Five more remain to be 
established in Kollo (TillabCry), Boboye (Dosso), Birni Nkonni (Tahoua), Guidan Roumgi 
(Maradi), and Tchirozerine (Agadez) arrondissements. The Secretariat permanent du Code 
Rural expects to use the Agriculture Development Grant I1 funding to support these other five 
Commission Foncikres, but progress is delayed by the present financial blockage with regard 
to use of the Agriculture Development Grant I1 program funds (see financial section). 

2.1.2.1. Land Tenure Center activities 

The University of Wisconsin at Madison's Land Tenure Center has done well in fulfilling the 
objectives identified in its collaborative agreement under the Agriculture Development Grant 
11.' It has produced four major studies (Ngaido, 1993a; Loofboro, 1993; Terraciano, 1993a 

"[The Land Tenure Center] shall be responsible for the following activities:" 
- 

(1) ..." undertake relevant studies" ..., 
(2) "Design and implement a system to monitor the progress of the Rural Code process" ..., 

(3) "Set up and implement a training program for six individuals" ..., 
(4) "Assist the Rural Code development component to incorporate the findings of the 

study into an effective Rural Code. 
(5) "Provide collaborative support to [International Resources Group] who has the lead 

responsibility to: 
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and 1993b; Ngaido, 1993b), a commissioned paper (Leiz, 1993), a report on a forest code 
workshop (McLain, 1993), and an issue paper (Ngaido, 1994), all of which are directly 
related to Nigerien resource tenure and usufruct issues. 

The Land Tenure Center's research assistant is presently conducting research in Niger (No- 
vember 1993 to October 1994) and is backstopping the Land Tenure Center as their represen- 
tative in Niger (e.g., provide resource tenure information to World Bank representatives for 
the development of Programme National de Gestion des Ressources Naturelles). His research 
work includes the development of a monitoring system that can be used by the Government 
of Niger to help guide development of the Rural Code texts and monitor the impact of imple- 
menting the Rural Code. His research is resulting in trained assistants that may be useful to 
the Secrdtariat permanent du Code Rural after his field work is completed. In addition to his 
Land Tenure Center research, he was a major contributor at the national popularization work- 
shop in Dosso and at several of the subsequent regional workshops. 

The Land Tenure Center supported a three-day workshop for members of the ad hoc Cornit6 
de RCflexion sur la Popularisation du Code Rural, which developed an action plan and budget 
for a six-month campaign to disseminate information about the Code Rural to the general 
population. The Land Tenure Center cooperative agreement has funded translation of the 
Rural Code to eight languages and the printing of the Rural Code in Hausa, Djerma, Fulfulde, 
and Tamaschek. 

The Land Tenure Center is planning to conduct, in collaboration with the SecrCtariat 
permanent du Code Rural and the International Resources Group team, a training program for 
the members of the Commissions Foncihres. The Commissions Foncihres are potentially 
important mechanisms of decentralization that are in great need of training and support. The 
International Resources Group team is also working with the Secrdtariat permanent du Code 
Rural to organize a workshop on the progress in implementing the Rural Code. 

(a) "Assist the Rural Code Committee in communicating Rural Code legislation 
to the rural population of Niger;" 

(b) "Develop a natural resources management training program for local 
authorities." 

(6) "Assist United States Agency for International Development in drafting the conditions 
precedent relating to security of tenure for the second, third, and fourth tranches of 
Agriculture Sector Development Grant 11. 

(7) "Submit an annual work plan" ..., 
(8) "Coordinate activities" ...( United States Agency for International Development's 

Agriculture Sector Development Grant I1 Contract with the Land Tenure Center). 
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2.1.3. Decentralization of natural resources management 

The International Resources Group team met with the ComitC 1nter- tat pour la Lutte contre 
le Secheresse dan le Sahel secretariat in August 1993 to discuss the role of the Agriculture 
Development Grant I1 in supporting the Comit6 1nter- tat pour la Lutte contre le Secheresse 
dan le Sahel regional conference in Praia (Cape Verde) where decentralization and land tenure 
are to be the two principal topics. The International Resources Group team meets periodically 
with the country representative for Cornit6 1nter-c tat pour la Lutte contre le Secheresse dan le 
Sahel to supervise preparation of the upcoming conference. The Land Tenure Center research 
assistant in Niger will present a paper at the conference. The International Resources Group 
team participated in working groups that were organized by the Comit6 Inter-  tat pour la 
Lutte contre le Secheresse dan le Sahel secretariat to prepare for the conference. At the same 
time, the International Resources Group team worked with the Direction des Etudes et de la 
Programation, the country representative for Comit6 1nter-c tat pour la Lutte contre le 
Secheresse dan le Sahel, and USAID to program terms of reference for a joint CornitC Inter- 
 tat pour la Lutte contre le Secheresse dan le Sahel and the USAID study on decentralization 
of natural resources management activities. The first phase of the study has been completed 
by Diallo Mahamadou (fifteen-person days funded), a consultant recruited by the country re- 
presentative for ComitC Inter- tat pour la Lutte contre le Secheresse dan le Sahel. Tlie Inter- 
national Resources Group team plans to meet with Sous-Comit.6 de Dkveloppement Rural to 
review the results of the decentralization study. 

The training program for the Commissions Foncikres will include aspects on improving na- 
tural resources management training to local leaders at the arrondissement level. Some of the 
administrative reforms that are necessary for decentralization are being studied through Inter- 
national Resources Group's support of the Regional Forestry Role Workshops and a nongov- 
ernmental organization Workshop, ongoing monitoring and evaluation activities, a planned 
Forestry Role International Study Tour, and a planned nongovernmental organizations Round 
Table Conference. The International Resources Group team has planned to support two work- 
shops in the near future to address decentralization issues that are related to natural resources 
management, one on forest economics conducted by Christophersen and Skve of the Interna- 
tional Resources Group, and one on the Rural Code. 

2.1.4, Forester Roles in natural resources management 

The fulfillment of this responsibility by the International Resources Group team is on 
schedule and ahead of the other targets set by the Agriculture Development-Grant 11. 
International Resources Group has funded numerous consultancies and training sessions 
related specifically to forester roles, as well as the preparation of numerous terms of 
references (120 person days funded, 255 person days in terms of references waiting for 
funding). Other supporting consultancies, studies, and conferences that have been funded 
include six-person days in agroforestry, forty-two-person days in forest management, and 12 
person days in forest economics. 
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The design of three workshops on the role of forestry agents have been completed and the 
first was conducted in Tahoua in May 1994. The International Resources Group funded 30 
person days of consulting to produce a methodological guide and to facilitate the first 
workshop. The Agriculture Development Grant I1 funds also financed per diems for 
approximately 30 participants. The first workshop is being evaluated to help improve the 
remaining two that are planned. These workshops, related study tours, and national seminars 
that are planned by the International Resources Group team will help define approaches to 
test potential new roles for forest agents. 

6. Policy reform component 

Because of the Agriculture Development Grant 11's budget and time constraints, the 
International Resources Group and the Land Tenure Center need to conduct a triage on 
natural resources management activities. The Agriculture Development Grant I1 needs to 
prioritize from the full range of possible natural resources management activities in much the 
same way that Shaikh (1994) proposed prioritizing the condition precedents. For example, 
how does the cost vs. benefit of conducting additional studies and workshops on the role of 
the forest agents compare to the need to conduct studies and workshops on how to better 
integrate pastoralists in the Rural Code process. 

Also, in the face of increasing pressure for the Agriculture Development Grant I1 to show 
measurable performance, the International Resources Group and the Land Tenure Center 
should not sacrifice quality for the sake of numbers. The tools of development that are 
currently en vogue (e.g., terroir villageois, geographic information system, and aerial 
videography) are in risk of becoming tarnished if over-sold or poorly executed (e.g., farming 
systems research, remote sensing, and natural forest management). 

6.1. Review of other donor natural resources management initiatives 

The following is a brief review of donor natural resources management initiatives from the 
information made available to the evaluation team. This information was gathered from both 
literature sources and interviews, but it certainly is not complete and the team was often 
unable to verify the state of project implementation. 

The World Bank's natural resources management activities center around Projet Energie I1 
and planned activities supporting the Programme National de Gestion des Ressources 
Naturelles and National Environment Action Plan. The World Bank project will provide 
assistance for further development of national natural resources management policies and 
strategies, program coordination, harmonization of technologies, assessment of issues related 
to tenure, decentralization and local participation, promoting training in natural resources 
management, setting up a natural resource information network, and conducting monitoring 
and evaluation. These program and project objectives are very similar to those of the 
Agriculture Development Grant 11. While there does not appear to be any conflict in 
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objectives, an appropriate structure needs to be found to allow the World Bank project and 
the Agriculture Development Grant I1 to support the Programme National de Gestion des 
Ressources Naturelles. 

The World Bank's first phase Gestion des Ressources Naturelles project will use the gestion 
de terroirs approach to help local communities manage natural resources. It will test several 
approaches including the use of nongovernmental organizations and private sector 
organizations as well as Government of Niger technical services to provide community 
(terroir) development. These will work with the extension efforts provided by the 
Government of Niger's technical services. The Gestion des Ressources Naturelles project test 
zones are the arrondissements of Birni-Ngaoure, Dogondoutchi, Gour6, Say, and Tessaoua. 

To reform the agricultural research and extension system, the World Bank is developing a 
Programme National de Recherche Agricole and its Programme de Renforcement des Services 
Agricoles will likely be the preliminary phase in developing a Programme National de 
Vulgarisation Agricole. These programs are intended to restructure the research and extension 
system at the national level and the manner in which they operate at the regional level as 
well. The Comit6 RCgional de Recherche Agronomique is a World Bank-sponsored structure 
to facilitate communication and coordination of natural resources management activities 
between researchers, developers, and the rural population. 

The World Bank is also funding Projet Energie 11, which is devoted to improving the pricing, 
availability, and management of energy sources. The project is interested in substitute energy 
sources, such as gas and kerosene, but the primary focus is on fuelwood. Its strategy for 
developing fuelwood marketing (marchb ruraux) and natural forest management is somewhat 
different from that of past USAID projects (based on local cooperatives) or that advocated in 
the 1993 International Resources Group-financed study on Natural Forest Management in 
Niger: Economic, Ecological, and Institutional Perspectives. There appears to be a 
considerable degree of misunderstanding between the different approaches and a need to 
achieve better collaboration toward shared  objective^.^ 

The Fond EuropCen de DCveloppement has a large national program in irrigation and food 
security improvement throughout Niger, with special focus in Madaoua et Bouza 
Arrondissements. 

Italy and Programme Alimentaire Mondial: Italy with the support of Programme Alimentaire 
Mondial is continuing their integrated rural development activities in the Keita 
Arrondissement. 

Future approaches need to pay more attention to the incentives for resource users. For example, it 
would appear that participants in the cooperatives had a very large financial incentive to sell wood to merchants 
rather than to the cooperative. Some other strategy for financing forest management must be found than one 
which pays participants only about one half of what competing buyers will pay. 
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International Fund for Agricultural Development: International Fund for Agricultural 
Development's Programme Special National is near completion but is presently negotiating a 
new phase. International Fund for Agricultural Development's program has three activities: 
irrigation, soil and water conservation, and range management (dheloppement pastoral). 
Funding for the development of small irrigation projects along the Komadougou wash (corrie) 
in the Diffa Department and along the Niger River in the Tillabkry Department. Range 
management activities are conducted in the Departments of Tahoua and Agadez, which 
include development of groupements mutualistes pastoraux. Owing to security problems, this 
aspect of the program cannot be fully supported. Soil and water conservation activities are 
conducted in IlKla Arrondissement of Tahoua Department. They are getting some replication 
of water-harvesting catchments by farmers on their own (an indicator of improved natural 
resources management). 

The Food and Agriculture Organization of the United Nations provides support for a few 
natural resources management projects in Niger, most notably the United Nations 
Development Programme dune stabilization project in Zinder and Diffa Departments. It has 
also helped the World Bank in the design of Programme National de Gestion des Ressources 
Naturelles. Food and Agriculture Organization of the United Nations is also interested in 
developing a national soil conservation strategy. 

The Coop6ration Canadienne's largest effort has been to increase agricultural production in 
Diffa Department where they have had experience with the gestion de terroirs approach. 
Coop6ration Canadienne is ending its support for the gestion de terroirs projects in the Dallol 
Bosso region and moving toward water management activities. Its assessment is that local 
gestions de terroirs projects require too much personnel and management effort to be an 
efficient development and natural resources management approach. 

Cam6lin de Zinder is the French Cooperation's largest natural resources management effort in 
Niger, primarily in the Gour6 and Tanout arrondissements. The project, which is based in 
Zinder, is primarily concerned with animal husbandry and veterinary (zootechnique) aspects 
of camels (dromadaires). The French Cooperation is also starting an institutional support 
project for the MinistGre dYAgriculture et Elevage's Projet Appui Institutionnel and plans to 
fund a one-year position in the Secrktariat permanent du Code Rural for a legal expert in 
agriculture (agro-juiste). 

The most notable development of Coopdrative Danoise's natural resources management 
activities is their decision not to fund the Baban Rafi natural forest management project. 
Cooperative for American Relief Everywhere's decision, not to be involved in the 
management of the project, may have precipitated Coopkrative Danoise's decision. 
CoopCrative Danoise is also helping finance Projet Energie 11. This project's objectives are 
sustainable production of firewood for the departments of Tillabkry, Tahoua, Maradi, and 
Zinder. 

The United Nations Development Programme's policy in Niger is to focus on 
micro-realisations by funding a large number of small projects that support environmental 
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conservation and sustainable development, the largest of which is the Projet Lutte Contre 
1'Ensablement des Terres de Cultures Zinder et Diffa. The United Nations Development 
Programme, along with German Agency for Technical Cooperation, has supported 
development of a water resources master plan. 

The largest efforts of the Netherlands Development Organization's (Association nkerlandaise 
d'assistance au dCveloppement) largest efforts are toward sustainable agriculture in Birn 
Konni and Madaoua Arrondissements and revegetation of the right bank area of Tera 
Arrondissement. 

The German Agency for Technical Cooperation's main efforts have been in forestry and tree 
plantation management. It has supported the United Nations Development Programme in the 
development of a water resources master plan. 

6.2. Opportunities for the Agriculture Development Grant 11's involvement with 
donors 

6.2.1. Nongovernmental organizations and private sector fund 

The Agriculture Development Grant I1 can monitor field-level impacts of other donor projects 
and programs through its nongovernmental-organization and private-sector fund. The 
Agriculture Development Grant 11's demand for information on improved natural resources 
management should be used to select type and location of activities when awarding grants. 
This formal linkage with projects and programs activities assures that the Agriculture 
Development Grant I1 will receive the kind of information it needs. These "invasions" by the 
Agriculture Development Grant I1 into other donors' territories will require coordination in 
order to avoid disrupting the participating donor's goals. For example, the Agriculture 
Development Grant 11's nongovernmental-organization and private-sector fund might be used 
to capitalize community development nongovernmental organizations that participate in the 
World Bank first-phase Gestion des Ressources Naturelles project. These funds can also be 
used to refine improved natural resources management approaches by supporting research and 
monitoring of farm level natural resources management interventions by Institute National 
pour Research Agronomique au Niger scientists or university students through village 
organizations (Adelski et al., 1994). This would help ensure the gathering of quality 
information and at the same time support the World Bank's ComitC RCgional de Recherche 
Agronomique. 

The USAID's Disaster Preparedness and Mitigation program has many of the same goals as 
the Agriculture Development Grant 11: support nongovernmental-organization and private- 
enterprise development through grants for natural resources management activities. Disaster 
Preparedness and Mitigation program of USAID's approach uses Food for Work to encourage 
natural resources management activities in areas that are under threat of food shortages. It is 
more restricted than the Agriculture Sector Development Grant I1 in location (disaster areas), 
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response time (quickly activated and of short duration), and orientation (to increase resistance 
to recurrent disasters) of activities. The International Resources Group, RONCO, and the 
Disaster Preparedness and Mitigation program of USAID should coordinate their programs, 
activities, and monitoring. 

The Peace Corps has greatly improved its role in development and natural resources 
management with its African Food Systems Initiative program. Volunteers' successes, as well 
as "failures," can provide useful information for directing national natural resources 
management programs. The Peace Corps' new biodiversity program is still looking for its 
niche. The Agriculture Development Grant I1 and Disaster Preparedness and Mitigation 
program of USAID, through nongovernmental organizations and private-sector grants, can 
fund requests from communities in which volunteers happen to work. This additional support 
to villages will allow volunteers, in both the African Food Systems Initiative and biodiversity 
programs, to increase their natural resources management activities and at the same time 
provide a formal means to conduct the Agriculture Development Grant I1 monitoring. 
Increased support to The Peace Corps African Food Systems Initiative and biodiversity 
volunteers, especially in information management and logistics, will allow them to efficiently 
monitor improved natural resources management activities. The Agriculture Development 
Grant I1 should be sensitive to other demands on the volunteers' time. 

6.2.2. Donor Coordination 

Other donors, such as the CoopCrative Danoise, Coop6ration Canadienne, and the German 
Agency for Technical Cooperation have the same concerns as the USAID on how to integrate 
their support into the Programme National de Gestion des Ressources Naturelles. For 
example, the Agriculture Development Grant I1 is providing interim funding until the 
Coop6ration Canadienne initiated Dallol Bosso projects can receive World Bank funding 
through the first phase Gestion des Ressources Naturelles project. Even though the World 
Bank's five test Arrondissements for gestion de terroir activities do not coincide with the 
SecrCtariat permanent du Code Rural's seven test Arrondissements, there will be a need for 
the Agriculture Development Grant I1 to ensure that relevant resource tenure information is 
exchanged and to coordinate activities when appropriate. USAID and CoopCration Canadienne 
are also assisting the World Bank in planning and developing the National Environment 
Action Plan. Through the International Resources Group team, the Agriculture Development 
Grant II could help the Food and Agriculture Organization of the United Nations coordinate 
the development of a national soil conservation strategy and help United Nations 
Development Programme coordinate the development of a water resources master plan. 

6.2.3. Role of the forest agent 

Through the evolution of the Rural Code and Programme National de Gestion des Ressources 
Naturelles, the legal and institutional environment that evolves will define the role of forest 
agents. In addition to the studies that have already been conducted by International Resources 
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Group and the Land Tenure Center (McLain, 1993), the Agriculture Development Grant I1 
can influence the direction of the Rural Code and Programme National de Gestion des 
Ressources Naturelles through test projects that can be financed through the nongovernmental- 
organization and private-enterprise fund. These test projects can be in the form of 
revegetation projects, which will need the skills of forest agents, such as natural regeneration 
(Sudan Interior Mission in Maradi) or direct seeding (Aldeski et al., 1994). The International 
Resources Group team can continue to monitor the role of forest agents through studies 
conducted by forestry projects: CoopCrative Danoise and World Bank's Projet Energie 11; 
CoopCrative Danoise's SALAMA Project; German Agency for Technical Cooperation forestry 
projects; Lutheran World Reliefs Projet Gestion de la Foret Classee de Gorou-Bassouga, near 
Gaya; the German bank KFW's Projet d'Amenagement de la Foret Naturelle de Hamadide 30 
km from Niamey; Projet Amenagement de la Roneraie du Dallol Maouri near Gaya; The 
Direction de 1'Environnement and the Ministike de lYHydrolique et de 1'Environnement's 
Projet Appui la Gestion de Terroir 70 krn from Niamey; The Direction de 1'Environnement 
of the Minist6re de Hydrauliques et Environnement's proposed Amenagement de la Foret de 
Baban Rafi south of Maradi. 

6.2.4. Rural Code 

The Agriculture Sector Development Grant I1 needs a full-time coordinator (Land Tenure 
Center or International Resources Group) in the SecrCtariat permanent du Code Rural to 
support the development of the Rural Code. If the Agriculture Development Grant 11's focus 
is reorientated, it can provide needed assistance in the development of guidelines, 
methodologies, and protocols for developing the Rural Code and resolving tenure conflicts. It 
can also lead to the development of guidelines for improved natural resources management 
interventions to avoid inflaming resource tenure disputes or marginalizing the resource poor. 
These natural resources management guidelines would be useful to the Programme National 
de Gestion des Ressources Naturelles and National Environment Action Plan, the World 
Bank's first phase Gestion des Ressources Naturelles project, the Fond Europkn de 
Dkveloppement's irrigation projects, as well as the Agriculture Sector Development Grant 11 
and Disaster Preparedness and Mitigation program of USAID's nongovernmental 
organizations and private enterprise grants. The Agriculture Development Grant I1 support of 
the Rural Code should compliment the activities of the FAC-funded legal specialist that will 
be posted in the Secrktariat permanent du Code Rural. 

6.2.5. Impact monitoring 

Until the nongovernmental-organization and private-enterprise grants program is operational, 
the Agriculture Development Grant I1 will have to depend on evaluations and reports on 
improved natural resources management impacts from other donors projects and the 
Government of Niger. As part of the Agriculture Development Grant 11's role in coordinating 
Government of Niger and donor activities, the International Resources Group team can 
compile an indicator list of improved natural resources management-related activities and 
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impacts as the team reviews reports and evaluations from other natural resources management 
projects and activities. 

6.3. Review of changes in the country situation and identification of changes in 
priority concerning natural resources management policy reforms 

Over the past 10 years, Niger's infant mortality rates have increased in rural Niger, while 
there has been a noticeable increase of wealth in urban areas (e.g., more automobiles, 
motorcycles, and buildings). Infant mortality rates in rural Niger are currently among the 
highest in the world, excluding conflict areas (Blum, 1994). The rural population seems to be 
worse off than it was 10 years ago, even after the 1984 drought. 

With the publication of the Principes d'orientation du Code Rural there is an apparent 
decrease as shown in the publication in resource tenure security and increase in the number 
and intensity of disputes over resources Cund, 1993; Ngaido, 1993). 

The recent devaluation of the franc Cornrnunaut6 Financier Africain and a larger devaluation 
of the Nigerian nira has created an economic environment where livestock herding aid 
agriculture are potentially more profitable than they have been in the past. This in turn may 
further increase competition and conflict over soil and vegetation resources. 

There is a decrease in donor interest in natural forest management projects because of their 
failure to be socially sustainable. These projects have all centered around fuelwood production 
with agriculture and livestock receiving secondary interest. Ibro Adamou (1993) concludes 
that difficulties of past and current natural forest management projects are caused by (1) 
managers' insufficient attention to livestock management, (2) excessive complexity of 
cooperative organizations and their failure to match the social structure between villages, and 
(3) a lack of a functional system of incentives as well as disincentives for members to 
practice good management. 

As mentioned in the Agriculture Sector Development Grant I17s program assistance approval 
document and project paper, representatives of the Sudan Interior Mission in Maradi have 
established agreements with forestry agents not to fine people for cutting protected species of 
shrubs and trees that naturally regenerate and grow in their agricultural fields. The most 
apparent benefits of these agreements are increased wood supplies, decreased time needed by 
women to collect firewood, and increased income for those villagers affected. The practice is 
spreading slower than anticipated. In some areas, farmers cite wood poaching as a problem, 
but tenure and usufruct constraints may be the largest impediments to this management 
technique. This is a possible site for the required, but not yet initiated, Land Tenure Center's 
study on tree tenure. 
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6.4. Recommendations for the future of the policy reform component 

6.4.1. Pull, don't push - The physics of development 

The history of African development is full of examples where well meaning donors offered a 
system or technology that did not match this alien environment. USAID's Forest Land-use 
and Planning project was one of the first natural forestry management projects in West Africa 
and was very successful in demonstrating, through the example of its Guesselbodi Model Site, 
that Niger can manage its brushlands. Through this demonstration, USAID had an important 
impact on the development of the Rural Code, and numerous other donors funded natural 
forest management projects that immediately followed the example of USAID's Forest Land- 
use and Planning project. This replication of Guesselbodi by other donors, as discussed above, 
was hasty and now is considered unsustainable, not for technical reasons but for social ones. 
Nevertheless, progress was made by example: (1) encouragement of the Rural Code, (2) 
increased experience in natural forest management, and (3) the uncovering of other, more 
fundamental constraints to improved natural resources management. 

the Agriculture Development Grant I1 is in an ideal position to help Niger take the next step 
by supporting other "model sites" that help identify and reduce social constraints (e.g., re- 
source tenure). Successful demonstrations will encourage the Government of Niger along a 
clear path, however it will be a difficult and painful one. This next step is needed to resolve 
the contradictions between society and the environment. It will require much support, coordi- 
nation, and commitment among donors because established economic, social, and political re- 
lationships will be disrupted. Inevitably these disruptions will occur and Niger will be forced 
to change, the increasing competition for natural resources requires an evolution of natural re- 
sources management. 

6.4.2. Forest or range, a need for change in natural resources management orientation 

The Agriculture Sector Development Grant I1 natural resource management program has a 
strong concentration on forestry activities. Factors affecting this orientation are: the chief of 
party's professional orientation, the forestry orientation of International Resources Group's 
personnel in the United States, the cooperation of the Direction de 17Environnement which 
was until recently and still is predominantly a Direction de For&, and the fact that the role of 
the forester is one of the four major themes in the Agriculture Sector Development Grant I1 
natural resources management program. The Agriculture Sector Development Grant I1 project, 
conceived when Guesselbodi was considered a total success, needs to shift its orientation 
toward the more economically important sectors, agriculture and livestock. An indicator for 
this change is that people are killing and massacring each other over agriculture and livestock 
conflicts, not for stealing firewood. 

The "success" of natural forest management projects is limited by their failure to resolve 
multiple-use and other social issues that plague the entire country, not just the relatively small 

Tropical Research and Development, Inc. 
K-15 



project areas that are presently being intensively exploited for firewood. Donors should 
continue supporting natural forest management of Niger's brushland in those open access 
areas where there is overharvesting of firewood. However, the issue that needs to be 
addressed for future projects is "how to manage grass, forbs, shrubs, and trees for agriculture 
and livestock in the face of severe pressure to harvest firewood," not "how to manage trees 
for firewood in the face of pressure from livestock and agriculture." In addition, donors 
should support a strong effort in natural range management, especially where frequent 
conflicts between farmers and pastoralists occur. 

The concept of multiple-use-forestry was created in the United States, more to sustain 
government funding than to sustain environmental integrity, production, or biodiversity. If a 
way is not found to involve pastoralists in range management (e.g., direct seeding of 
important forage grasses, forbs, as well as fodder species of shrubs and trees; sustainable 
methods of trimming shrubs and trees for fodder production; and digging of wells for 
livestock) then it is highly unlikely that there will be a way to interest pastoralists in forest 
management where the main goal is to provide firewood to urban areas. If this is to be the 
case, then the Government of Niger and donors may have to consider livestock exclusion 
zones to assure a sustainable supply of firewood for urban areas. For example, the 
Government of Niger could establish very large zones with identifiable natural boundaries 
where patrolling enforcement agents would impose severe enough penalties that pastoralists 
and neighboring farmers would not risk allowing their livestock to violate the zone. This 
approach, if necessary, could provide parcel management of hay as well as firewood. 

6.4.3. The role of forestry agents 

Forest agents cannot effectively control the harvesting of shrubs and trees in classified forests 
much less the woody resources in the rest of the country. Responsibilities and rights to shrub 
and tree resources are being defined in the implementation of the Rural Code process. Once 
established, civil police and courts will settle disputes, and "policing" will be conducted by 
the resource users or parcel managers. It is a questionable role for this "five-year" project to 
initiate anything beyond discussion of the future role of forest agents since it does not provide 
direct support for the transition to their as yet undefined future role. Requiring new job 
descriptions for foresters as a condition precedent is a bit presumptuous. The Agriculture 
Development Grant I1 can use its nongovernmental-organization and private-enterprise fund to 
support projects and activities that place forest agent in new roles (e.g., managing seed 
collection for revegetation of rangelands) or encourage other donor projects to test new roles 
that require larger projects. 

6.4.4. Resource tenure 

Through the encouragement of the USAID, Niger is now at an extremely important time in 
developing a natural resource policy that can have either beneficial or disastrous social and 
environmental consequences. The Agriculture Development Grant I1 needs an increased, more 
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focused effort in resource tenure studies as well as increased support for the Secrktariat 
permanent du Code Rural. The Secrktariat permanent du Code Rural needs a full-time 
resource tenure specialist to help them develop a process of tenure reform, help train the 
representatives of Commissions Foncikres, help coordinate translations and popularization 
activities, and direct and interpret research. Some of the studies conducted by the Land 
Tenure Center are perceived more as academic studies than as analyses that are helpful in 
resolving priority issues (e.g., the study about the "politics of manure" by Loofboro, 1993). In 
spite of those perceptions, the Land Tenure Center studies should continue to evaluate how 
different natural resources management practices affect resource tenure (as they have done for 
Africare's Gour6 project) in addition to studies on the Rural Code process. The Land Tenure 
Center's independent role is needed to maintain transparency and avoid conflict-of-interest 
during the process of developing regulations and implementing the Rural Code. Closed-door 
decisions about land use in other Sahelian countries have not had pleasant consequences. 

6.4.4.1. Fishermen 

The fishing code is the same for lakes, ephemeral streams, and the Niger River. This has 
resulted in environmental disasters, such as the poisoning of lakes by outsiders to harvest fish. 
The Agriculture Sector Development Grant I1 can support the Government of Niger h d  the 
World Conservation Union in developing a more sustainable and equitable code. 

6.4.4.2. Land-poor farmers 

General confusion and insecurity has resulted from the years of mixed messages on land 
tenure rights (Kountche's 1974 declaration "land is to the tiller," Article 9 of the Code Rural, 
and the draft complementary text on mise en valeur). An independent study on mise en valeur 
is an urgently needed but yet-to-be fulfilled responsibility in the Agriculture Sector 
Development Grant I1 contract with the Land Tenure Center. The Land Tenure Center 
attempted to do this study but Secretariat permanent du Code Rural hired their own 
consultants. This study should include a macroeconomic perspective of the livestock and 
agricultural sectors, as well as incorporate the results of numerous studies on firewood 
economics. The study should also address the issue of how to encourage the reclamation of 
crusted abandoned land (e.g., water harvesting, or general rehabilitation by massive additions 
of animal manure). These crusty soils (gangani in Zarma) are often controlled by owners or 
village chiefs who are unable or unwilling to bring land back into production. Farmers excited 
about water-harvesting agriculture refer to "killing the gangani" with demi-lunes (McCorrnick, 
1994). Of all the important resource tenure issues, releasing these "abandoned," crusty soils 
(that occur within village terroirs) "to the tiller" is likely to be the least contentious issue to 
resolve and will have immediate, direct, and positive benefits (e.g., benefits will be biased 
toward the land poor who have fewer labor constraints than the land rich, and the 
rehabilitation of these abandoned lands will immediately increase the agricultural production 
of Niger). 
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6.4.4.3. Pas toralists 

A priority should be to delimit land that is uniquely rangeland (e.g., terroirs d'attaches) from 
that under control of villages (terroirs villageois) and to start developing general rules for 
rangeland management. This will begin the difficult task of resolving farmers' and 
pastoralists' competition for resources, which many donors have avoided in despair. The 
spatial and temporal scales of analysis must encompass both production systems and not just 
the individual boundaries of each terroir. The hope is that once clear and equitable boundaries 
are established, the rules that surround them will be respected and enforced. 

6.4.4.4. Women 

There is an immediate need to develop rules of ownership for shrubs and trees in agricultural 
fields so that they encourage natural regeneration. This will increase the fuelwood supply near 
the villages and reduce the time needed by women to collect firewood. It will also increase 
the wealth and security of farmers by increasing their "liquid capital," in the form of standing 
wood reserves. Lack of clear ownership or management responsibilities on rented land and 
common fields pose the main problem for shrub and tree regeneration. A study on farm tree 
tenure is a yet-to-be fulfilled responsibility in the Agriculture Sector Development Grant II 
contract with the Land Tenure Center. The report by Issoufou and Sowers (1991) may help in 
the design of this study. 

6.4.4.5. Environment 

In areas of overexploitation of firewood, the Agriculture Development Grant I1 should 
encourage the experimentation with management methods so that the people responsible for 
cutting the wood reap the benefits and pastoralists are not excluded (e.g., a concessions 
system for individuals with enforced rules of management). "New" roles of the foresters could 
include identifying these areas, establishing the rules of concession management, and 
monitoring compliance to the management plan. 

There is an environmental need to protect wetlands from agricultural encroachment. These 
wetlands are used by pastoralists who have historic claims to them. Some agricultural 
development projects have destroyed wildlife habitat through the development of irrigation in 
wetland areas and have also inflamed conflict between farmers and pastoralists (e.g., the old 
Projet Gourd by Africare). This destruction of habitat is indirectly encouraged by the 
Government of Niger by its tendency to side with farmers in resolving conflicts between 
farmers and pastoralists (Lund, 1993). However, some agricultural development projects can 
improve severely degraded wildlife habitat and also increase pasture resources. For example, 
some wetlands (i.e., ephemeral stream valleys or bas fonds) have been degraded through the 
overgrazing of their watersheds. The increased rainfall runoff from degraded watersheds can 
cause gullied stream channels and reduced flooding of the floodplains. In these areas a series 
of gabion check-dams increases flooding of the floodplain and improves agriculture yields, 
pastures, and wildlife habitat. 
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6.4.4.6. Rural Population 

Before significant progress can be made in resolving inter-village tenure conflicts, the 
Government of Niger needs to identify the traditionally recognized or claimed boundaries 
between terroirs villageois (and terroirs d'attaches as mentioned above) to better understand 
the problems. It will be a beginning to a more complete understanding of the complexities 
involved in resource management by outsiders, which can be weighted along with the 
economic interests of the nation and the history of resource tenure claims. The goal is not a 
perfect solution but an equitable resolution. 

Land-use, relative land value, and productivity (by conventional management methods) can be 
described, identified, and mapped by the villagers with technical help. The Land Tenure 
Center could select areas to develop and test methodologies that the Government of Niger can 
use to identify and record terroirs. (This methodology would also be useful to the World 
Bank's gestion de terroir program.) At the same time that boundaries are identified by village 
representatives, representatives of the Secrktariat permanent du Code Rural and Commissions 
Foncikres could be involved to develop conflict resolution methodologies. This process could 
also be used to evaluate the size of region best served by the Commissions Foncikres (e.g., 
arrondissements vs. smaller or larger areas). This act of forcing tenure issues will reiult in 
increased conflict but at least it will be under the control of mediators who will be able to 
learn from their experiences and develop general methodologies for the rest of the country. 

Global positioning system and geographic information system can be used to inexpensively 
and accurately define terroir boundaries. Outsiders can obtain a spatial and temporal under- 
standing of terroir management or conflict when its limits are presented in association with 
other resource and land-use information (coverages) that can be obtained through interviews, 
aerial photographs, or satellite images. Relatively inexpensive post-processed differential glo- 
bal positioning system receivers have the resolution sufficient to record terroir boundaries and 
they require much less skill and time than conventional cadastral surveying. Stored global 
positioning system coordinates can be downloaded from receivers to a geographic information 
system for storage and analysis. A more expensive real-time differential global positioning 
system receiver is required to find the global positioning system locations that were previ- 
ously recorded. This cost-effective use of collecting geographic information system compa- 
tible information may be the catalyst that is needed to start the expensive conversion of other 
spatial information into a geographic information system useable format. 

There is and will continue to be a need to summarize and revise Rural Code articles, ordon- 
nances, and arre^t& in simple language, group them topically (e.g., agriculture, range and 
forestry, water, and fishing) translate them into local languages, disperse the texts throughout 
the country, and broadcast the information they contain on the radio. The Land Tenure Center 
and International Resources Group can support the Secr6tariat permanent du Code Rural in 
this task. These texts would also support activities of the Commissions Foncikres. 
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6.4.5. Training and technical support 

Some of the soil and water conservation structures designed by Genie Rural and other project per- 
sonnel are less than useful. For example, Genie Rural's design and layout of demi-lunes is hinder- 
ing its adoption by farmers, farmer replication of their design is more of an indicator of despera- 
tion than that of an optimal design. Also, the numerous demi-lunes ineffectually pointing up hill is 
an indicator that better training and extension is needed. (Genie Rural's design is excessively labor 
demanding and the density and method of their layout reduces the demi-lune's effectiveness.) 

Field level training (e.g., each participant digging demi-lunes) can be conducted by qualified 
local project technicians that are funded through the nongovernmental-organization and 
private-sector grant. In cases where expatriate technical assistance is needed International 
Resources Group consultants can more effectively service the nongovernmental organizations 
community than individual nongovernmental organizations contracting for separate technical 
assistance. Funds can be used more effectively if the International Resources Group and 
RONCO's Disaster Preparedness and Mitigation program of USAID coordinate their technical 
assistance. Also, in order for the Programme National de Gestion des Ressources Naturelles to 
be effective, field personnel from the different Government of Niger services need to be 
up-to-date on improved natural resources management practices. The Agriculture 
Development Grant I1 funding of natural resources management training will support the 
World Bank's first phase Gestion des Ressources Naturelles project. 

6.4.6. Monitoring and evaluation 

The Agriculture Development Grant II will be better able to monitor field level impacts when 
direct linkages are developed between the Agriculture Development Grant I1 and 
organizations that conduct field level activities. Once International Resources Group's Grants 
Management Unit starts funding nongovernmental-organization and private-enterprise 
activities then field level impacts can be monitored directly by the Agriculture Development 
Grant 11. Impacts of the Rural Code will be more easily followed once the Commissions 
Fonci5res are functional. 

8. Participation of nongovernmental organizations and other rural institutions in 
natural resources management 

8.1. Review of the actual and potential role that nongovernmental organizations play 
in rural development, in natural resources management technology transfer, and 
in providing feedback for the Agriculture Sector Development Grant I1 policy 
dialogue in Niger 

The role of nongovernmental organizations and other rural institutions is not well defined in 
Niger. Through donor support of these institutions and the example they provide to the Gov- 
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ernment of Niger, a progressive evolution of their role should be expected. Although the his- 
tories of nongovernmental organizations and other rural institutions in Niger is not very long, 
lessons learned from Niger and other Sahelian countries suggest a slow, careful approach. 

Donors, nongovernmental organizations, and other rural institutions need to avoid activities 
that marginalize the people they are trying to help. If aid is not well targeted, the powerful 
and resource rich, within villages and larger political units, are likely to receive the greatest 
benefit that can further marginalize the poor, especially in the long term. For example, natural 
forest management projects have commonly established firewood cooperatives as an incentive 
to manage the brushlands and forests, the benefits of which would be passed on to woodcut- 
ters who are at the lower levels of the village hierarchy. The cooperatives end up being man- 
aged by the village elites who are not dependent on its success, funds disappear and the 
cooperatives fail. Similar results surround the distribution of grainmills for women. 

Donors, nongovernmental organizations, and other rural institutions can be used by groups to 
stake their claim on natural resources and as a result be caught in the middle of tenure 
disputes (e.g., irrigation development of interdune depressions where pastoralists have 
historical claims but the recipient farmers do not mention this fact to project personnel). 

the Agriculture Development Grant I1 should avoid duplicating the technical capacity that is 
or potentially could be provided by the Government of Niger services. The support of 
nongovernmental organizations and other rural institutions should be for other roles unless the 
area that they are servicing is without government agents. 

There are a thousand different activities that nongovernmental organizations and other rural 
institutions can do in Niger (Pelletier, 1994), a few of which are described in Aldeski et al. 
(1994). 

8.2. Regulatory, administrative, and funding assessment on nongovernmental 
organizations and other rural institutions 

The number of national nongovernmental organizations in Niger is growing: there were 6 in 
1989 when the program assistance approval document and project paper was written; 12 in 
1990; and between 80 and 100 today. The numbers are speculative since many of the 
nongovernmental organizations are nonfunctioning "post office boxes." Even so, this level of 
activity is encouraging and unexpected "given the economic and political context in Niger" 
(page 116 of the program assistance approval document and project paper).- The Groupement 
des Aides Privees is a organization of active nongovernmental organizations whose 
membership is also growing, now thirty-four members and two associations out of around 145 
national and international nongovernmental organizations in Niger. Since most of the 
nongovernmental organizations and other rural institutions in Niger are nonfunctioning and 
without experience, training in basic accounting, management, and organization should be a 
major function of the Agriculture Development Grant II's grants management. 
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The International Resources Group team has already provided technical and financial support 
for a workshop to review nongovernmental organizations progress in Niger. Groupement des 
Aides Privkes, however, strongly disagrees with the conclusions of the International Resources 
Group consultant's report reviewing the workshop, especially with the analysis of Groupement 
des Aides Privees. According to its officials, Groupement des Aides Privtes is willing to help 
the development of nonmember nongovernmental organizations that cannot afford its 
membership fee. They also feel that as a national organization of experienced and functioning 
nongovernmental organizations they have a role in helping donors select nongovernmental 
organizations since many are only "post office boxes." The nongovernmental organizations 
workshop also concluded that no new legislation is needed at this time for nongovernmental 
organizations development, however some of the nongovernmental organizations that were 
interview complained that official recognition of groupements is needed. 

8.3. Review of natural resources management projects funded by donors, 
nongovernmental organizations, and other rural institutions 

Nongovernmental organizations and other rural institutions need to be funded with the 
minimum of conditions and with good will. Actions and responses must .be quick aid the 
organizations must have basic accounting and bookkeeping skills. They should be treated as a 
private enterprise, subject to audits and strict evaluations of performance in meeting clearly 
stated contracts, such as 50 percent of goal - budget cut 50 percent; 150 percent of goal - 
budget increased 50 percent). Association Francais des Volunteers de Progrh has had good 
success using this supple but tough approach with their plougeur (well improvement) training 
and other programs (Pelletier, 1994). 

Larger nongovernmental organizations and other rural institutions have discovered that it is 
desirable to work with multiple government services to reduce the risk that a project will be 
completely blocked should some disagreement occur. 

Of the international nongovernmental organizations visited, Catholic Relief Services and 
SWISSAID in Tahoua seem to have a good low-profile, participatory approach to working 
with villagers. Of the national nongovernmental organizations visited Association pour la RC- 
dynamisation de 1 ' ~ l e v a ~ e  au Niger was by far the most interesting and should be evaluated 
more closely by the Agriculture Development Grant 11. For example, the Association pour la 
redynarnisation de l'elevage au Niger was commissioned by the Cornit6 Technique Regional 
of the Department of Tillaberi to do a "Bilan diagnostic de la gestion intkgrke de l'espace 
agro-pastoral du Dbpartement de Tillab6ri." The 57-page report was completed in March 1994 
and will be used as a support document for the future Commissions Foncikres. 
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8.4. International Resources Group team role in nongovernmental organizations and 
other rural institutions activities 

As previously discussed, Agriculture Sector Development Grant I1 support of nongov- 
ernmental organizations and other rural institutions activities should be targeted to test policy 
assumptions, used as a vehicle to identify and reduce resource tenure conflicts, and used to 
monitor improved natural resources management impacts. Possible specific linkages between 
the Agriculture Sector Development Grant I1 and other organizations were also discussed. 

9. Monitoring and evaluation 

9.1. Progress in developing a monitoring and evaluation plan for the Agriculture 
Sector Development Grant I1 

According to the Agriculture Sector Development Grant I1 program assistance approval 
document and project paper: 

"The first phase in program monitoring is to establish the 
baseline data to be used as a benchmark against which to 
measure progress. Determination of the data sets to be collected 
for baseline will be made during year 1, with the assistance of 
the Agricultural Policy Analysis I1 project, the University of 
Michigan team assigned to the Agriculture Sector Development 
Grant I Program, and through assistance from natural resources 
management experts in Niger" (page 90). 

There has not been significant progress in determining the Agriculture Sector Development 
Grant I1 impact indicators, however the International Resources Group report on 
environmental information systems (Hecht, 1994) includes a good inventory of possible data 
sets that will be needed for selecting indicators that have a historical baseline. On April 6, 
1994, the International Resources Group team produced "Notes on possible indicators for 
monitoring the impact of the Agriculture Sector Development Grant I1 program." Many of the 
possible indicators described in these notes have the same problems as the indicators 
described in the program assistance approval document and project paper. They are (1) 
difficult and expensive to measure, (2) easy to measure but not representative, (3) 
measurements of activity (e.g., numbers or hectares per year; numbers of "nongovernmental 
organizations") and not necessarily of progress, (4) ignoring the incompatibility between the 
project's time-frame and the time required to monitor significant change in dynamic systems, 
(5) many of the assumptions about the constraints on natural resources management are 
overly simplistic (i.e., the assumed boundary conditions of the hypothesis to be tested are 
false), or (6) depended on organizations that do not have formal linkages (i.e., incentives) 
with the Agriculture Development Grant II to collect, organize, and distribute data. 
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The program assistance approval document and project paper also states: 

"Monitoring of changes at beneficiary level (farmers, herders) 
will rely extensively on surveys conducted at sites which benefit 
from financing under the nongovernmental-organization and 
private-sector fund" (page 90). 

Until the nongovernmental organizations and private sector fund is operational, monitoring 
field-level impact and measuring performance should not be expected. Also, the low priority 
that has been placed on indicator development by the USAID's natural resources management 
specialist and International Resources Group team can be justified considering the other needs 
of the project. 

9.3. What methodologies, indicators, and databases are most useful for simplified 
monitoring and impact assessment of the program? 

"USAID does not anticipate seeing more than process indicators of impact by program 
assistance completion date" (page 82, program assistance approval document and project 
paper) and many of the condition precedents are good indicators for measuring progress of 
the process. 

With respect to intermediate indicators, the program assistance approval document and project 
paper states: "Specific targets [to indicate progress] will be established following gathering of 
baseline data. In general, however, it is expected that an overall target of 266,000 hectares of 
new land will be put under sustainable production through the establishment of natural 
resources management systems promoted by the Agriculture Development Grant II" (Page 
83). Limiting the evaluation of these two sentences to the legal obligation of the Agriculture 
Development Grant 11, the monitoring of progress of intermediate indicators can be achieved 
by recording the progress of other projects (e.g., through quarterly reports and project evalua- 
tions) that are implementing activities promoted by the Agriculture Development Grant 11. 

Many of the data sources that were identified in the program assistance approval document 
and project paper (e.g., HAPLEX studies) to help monitor biophysical indicators do not have 
a baseline of information that is readily available, much less relevant to the development of 
indicators for this project for reasons describe in the previous section. For example, a 
commonly identified biophysical indicator for this and other USAID natural resources 
management projects is "measurement of soil erosion" which is extremely difficult and 
expensive to measure for small areas, much less collect meaningful data for a region. Millions 
of dollars on research have been spent to develop empirical models for estimating erosion in 
the United States (Universal Soil Loss Equation, United States Soil Conservation Service and 
Watershed Erosion Prediction Project, United States Agricultural Research Service) and a 
similar effort would be needed to estimate soil erosion in the Sahel, since the models are only 
relevant for the areas where they were developed. 
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In terms of socioeconomic indicators, USAID and the Agriculture Development Grant I1 
should consider removing or modifying these indicators. Seasonal migration is a necessary 
component of the economic strategy of rural families in Niger and across the Sahel. In terms 
of the environmental benefit, migration reduces the need for local natural resource extraction 
to produce required income. In many ways, such as education, Niger should encourage 
seasonal migration to help maintain its natural resource capital and increase family incomes. 

Under the existing social system in Niger, it will be highly unlikely that the USAID and the 
Agriculture Development Grant I1 will be able to "reduce women's workloads." They can, 
however, promote policies and activities to increase the efficiency of the work they do, and 
provide better income-generating opportunities. 

The Agriculture Development Grant 11's responsibility for biophysical and socioeconomic 
indicators should be the assurance that a baseline of information is collected from which the 
impacts of this project can be determined, long after the program assistance completion date. 
The resources that the Agriculture Development Grant I1 has to accomplish this responsibility 
are $300,000 of the $8.2 million allocated for monitoring and evaluation and $1.1 million 
allocated to studies, some of which can help support monitoring. 

Sections 9.3.1-9.3.4 include suggested modifications for the list of impact indicators on pages 
82-84 of the program assistance approval document and project paper (Annex 3). The 
numbering and headings are the same as the program assistance approval document and 
project paper. 

9.3.1. Process monitoring of the USAID Level I 

9.3.1.1. National natural resources management policy development 

Meeting the requirements of the related condition precedents is an efficient method to monitor 
this process. 

9.3.1.2. Donor coordination 

The International Resources Group and the Land Tenure Center's quarterly reports that 
include this information should allow USAID to effectively monitor this process. 

9.3.1.3. National conservation strategy development 

The condition precedent related to this process has been fulfilled. Further progress is 
dependent on the programs of other donors. The International Resources Group and the Land 
Tenure Center's quarterly reports should contain information related to further progress for 
this process. 
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9.3.1.4. Rural Code program 

Meeting the requirements of the related condition precedents is one method to monitor this 
process. Additional Land Tenure Center studies and communication effort are needed and 
would indicate progress. Land registration, transitory measure, and arre t̂ks are a measure of 
activity but not of progress and should be removed as process indicators. They can easily 
complicate the developing of a coherent integrated Rural Code. Evaluation and evolution of 
conflicts is being monitored through the Land Tenure Center's research and is being 
developed into short- and long-term monitoring systems for the Government of Niger. A list 
of priority research needs should be developed from this and other Land Tenure Center 
research. 

9.3.1.5. Nongovernmental organizations policy reform 

The indicators identified here represent the activity of the nongovernmental organizations mem- 
bers of Groupement des Aides Privks. They do not indicate quality or quantity of improved 
natural resources management activities. Quarterly reports fiom the USAID Disaster Pre- 
paredness and Mitigation program of USAID project and the soon-to-be-established grants man- 
agement unit of the Agriculture Development Grant I1 should contain information on the ability 
to support nongovernmental organizations activities and the quality of work in progress. 

9.3.1.6. Decentralization of natural resources management programs 

If this aspect of the Agriculture Sector Development Grant I1 project remains a component of 
the project, then the fulfillment of the condition precedents should replace the indicators 
identified in this process. 

9.3.1.7. Forester role reform 

As mentioned in the policy reform section of this evaluation annex, it is not realistic to 
assume that a change in the forestry agents' job attributions, on a nationwide basis, is possible 
or desirable during the life of this project. Fulfillment of the condition precedents should 
replace the indicators for this process. 

9.3.2. Intermediate indicators of the USAID Level I1 

9.3.2.1. Land management 

Strike "Number land registration & size" insert number of terroirs villagois and terroirs 
d'attaches identified. Insert "improved" before "natural resources management practices." It is 
unlikely that the Government of Niger's agencies identified in this section will collect this 
information. Monthly and annual reports of USAID's Agriculture Development Grant I1 and 
the Disaster Preparedness and Mitigation program of the USAID's grants management units 
(through their own monitoring and evaluation activities) should contain information on these 
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amended indicators. Also, the research on tenure conflicts by the Land Tenure Center may 
develop into a meaningful method of analysis that is within the means of the Government of 
Niger to monitor. 

9.3.2.2. Water points management 

Delete all the indicators in this section. It is unlikely that the Government of Niger's agency 
identified in this section will collect this information. Monthly and annual reports of USAID's 
Agriculture Development Grant I1 and the Disaster Preparedness and Mitigation program of 
USAID'S grants management units should contain information on projects related to water 
points management. From monitoring and evaluation activities of these projects, realistic indi- 
cators can be developed and monitored. As mentioned above, research on tenure conflict by 
the Land Tenure Center may develop a meaningful and easy method of monitoring water 
points management. 

9.3.2.3. Natural woodland management 

As discussed above, woodlands in Niger are generally perceived as rangelands with woody 
resources, especially firewood. While range management should be the primary goal'in these 
areas, woodland management becomes an important goal around population centers because 
of the overexploitation of firewood. Owing to the mixed results of past and current natural 
forest management projects, the assumption in the program assistance approval document and 
project paper of widespread and rapid adoption is not occurring. 

Delete "income from sale of wood and other forest products" because it assumes a centralized 
"cooperative" approach which has yet to succeed in Niger without donor support. 

9.3.2.4. Pasture management 

Owing to political and security problems in the pastoral zone, USAID should not expect much 
progress with pasture management. The International Fund for Agricultural Development's 
Program Special National is working with groupements mutualistes pastorales and can 
provide information on this indicator. 

9.3.3. Biophysical indicators - USAID Level I11 indicators 

Delete all and redevelop with the help of someone with field experience in identifying 
indicators and monitoring them. As presented here, these indicators are difficult and expensive 
to measure, and without a defined purpose. 
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9.3.4. Socioeconomic indicators - USAID Level IV 

Delete and redevelop. The International Food Policy Research institute's contract consisted of 
small, but intensive, case studies that were not designed for the purpose of monitoring. Rural 
incomes and productivity can be monitored through mortality rates, especially of children, 
which is one of the better indicators of quality of life per the "Scientific American" in 1993. 

9.4. Miscellaneous related points 

9.4.1. Geographic information system 

When appropriate, the Agriculture Development Grant I1 can collect information in a form 
that is compatible to a geographic information system but it does not need to establish a 
geographic information system since there are numerous systems already functioning in Niger. 
The Agriculture Development Grant I1 can contract geographic information systems 
processing of information more effectively on cost, if needed, than to install a system and 
train personnel to operate it. 

9.4.2. Airborne Video 

The International Resources Group plans to fly a airborne video mission in July to test its 
usefulness. This mission needs to be further developed and planned to assure maximum 
usefulness of funds. Many research articles have been published about the capabilities of 
airborne video (e.g., Marsh et al., 1990) so this knowledge can be compared to the monitoring 
needs of this project to evaluate how it is best suited to satisfy those needs. The following 
comments and questions should be considered when evaluating and planning this mission. 

Time of year: 

Early September may be the best time to fly the mission; vegetation is more developed and 
this can help in land use and crop identification, as well as for the identification of some 
shrub and tree species. It will also be the best time of the year to identify and remotely 
measure the crusty gangani soils which can be used as an indicator of soil degradation. 

Area covered: 

Is this to be a test mission for a national, regional, or specific terroir study and will this study 
match the goals and budget of monitoring component of the Agriculture Development Grant 
II? In order to validate conclusions from this mission a statistically valid sample frame 
approach should be used to account for the high degree of biophysical, climatic, and cultural 
variability that occurs in Niger (e.g., account for rainfall gradient, population and management 
gradient from towns and roads, and different physiographic types such as plateaus, sandy 
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plains, dallols, and dunes). Does the mission maximize the use of historical studies and 
inventories? 

Spatial and temporal resolution: 

What are the trade-offs of information quality between flying higher with less spatial 
resolution but greater coverage vs. flying lower with less coyerage but better resolution? To 
compensate for these inherent trade-offs there are camera lenses that periodically zoom out 
and increase spatial resolution without sacrificing area of coverage. 

How frequently will repeat missions be flown and will they follow the same flight line in 
order to do a direct change analysis? 

Ground validation: 

What effort will be needed to statistically validate the field observations of such aspects as 
species, density, and quality of vegetation; crop type and land use; soil type and degree of 
degradation; previous history of the area; and resource tenure of vegetation and soils? 

. . 
Integration of instruments: 

What composition of lenses and cameras are to be used (e.g., two video cameras with 
different lenses and one 35 mrn camera)? What global positioning system (e.g., the more 
accurate real time differential) will be used to record global positioning system location on 
the video images? Will satellite images be used to extrapolate from the detailed video 
information so that a much larger area can be analyzed? Will the flights be coordinated with 
satellite image recordings (pass-overs) and will the images have to be prepurchased to assure 
that they are available for future use? 
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