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PREFACE
 

This evaluation report of the Adaptive Crop and Research
 

and Extension project of Sierra Leone is the resblt of a three

week effort of a team of direct hire personnel supplied by REDSC
 

and USAID Washington. 

It was conducted in cooperation with the GOSL ACRE project 

personnel, Ministry of Agriculture and Forestry representation,
 

Njala University College Staff, SUSLU contract staff and particivatior
 

of the project manager USAID/SL.
 

The contents of the report have been organizet to oiliot
 

AID 1330-15A (3-78) Project Evaluation Summary (PES) Part II.
 

Anne~es to this report provide detailed explanations, discussion'
 

and proposals relating to issues cited. in the report.
 

The evaluation team would like to thank the many small
 

holders and cooperative farmers who extended hospitality to the
 

team and were kind enough to discuss their preceptions during
 

the evaluation.
 

Further the team would like to express its appreciation to
 

the Sierra Leone ACRE project staff. Njala University College
 

staff and the Ministry of Agriculture and Forestry for their
 

efforts in providing an 'insight in project activities. 'The
 

team would like to thank the contract team of SqLSU for their
 

discussion of problems and critical issues involving project
 

management and implementation.
 

The team'is also gratified for the guidance and cooperatio
 

so readily extended by the USAID/SL.
 



Executive Summary
 

General Conclusions*and Recommendations
 

The Sierra Leone Adaptive Crop Research and Extension project
 

was designed to develop an adaptive crop research and technology
 

transfer system which would serve the needs of the rural
 

agriculturists by increasing their productivity, income and
 

.nutritional status.
 

The project was to be implemented through the Ministry of
 

Agriculture and Natural Resources and Njala University College; 

It was to utilize to the greatest extent the existing staff and
 

.facilities of both organizations. The Project was established
 

with a five year time frame. The Project Paper mentions a
 

•longer program (10-15 years) which is usually required to
 

develop a viable self-sustaining agricultural research and technolog0 

transfer -institution.
 

.1. The evaluation team found that considerable progress is being 

made in each of the output areas. 2. Sierra Leoneans are being
 

trained in adaptive crop production research. 3. The staff as
 

planned has been recuited and has developed a program of work
 

.which'-ixvolves on he 'farm adaptive research trials. 4. The
 

Sierra Leonean staff which have .been recruited are well qualified,
 

comp~e t-professional people 

The evaluation team witnessed the gunction of farm families
 

-in-the early stages of development of a technology transfer 

system. The question that is central to the .'assessment of the
 



future success of the project is how the project will operate
 
to brinkg other farm families into the system and sustain and
 
promote farm family participation in future project activities.
 

The evaluation team concluded that the ACRE project has 
contributed several positive elements toward the long-term
 
development and expansion of agricultural output in Sierra Leone
 
Small holders in the project 
area are asking for assistance*
 
There is-a'critical need for the project to'devel6p strategy'to
 
extend their ;W services beyond its present scope..
 

At the time of the evaluation, project staff morale was
 
generally high. There was a deep concern however among GOSL 
employees in respect to slaries and other conditions. Severa
 
important members of the staff have opt to leave the project
 
and Sierra Leone. for more attractive salaries. The employment 
of new staff has been hampered by salary consideration.
 
.....
 Problems with-the electrical services--as well as-water 
 -

supplies at the ACRE project headquarters could seriously efffen 
the future'of the project. 

At the present time the fuL. time local staff of the project
 
are employed by the Ministry of Agriculture and Forestry. Additionally 
the project employs some fourteen faculty members of the University
 
of Njala on a 
part time basis.
 

The USAIDI contract team from-SULSU-consists of 5 team members 
who are well-trained and qualified professional agriculturists.
 
i.e delay-of recruitment of the Extension Agronomist has seriously
 



hardcapped the project and delayed the effectiveness of his 

future work. 

It appears that the management (ACRE local staff, contractor 
University of Njala) have found it difficul to coal*ee efforts 
in directing and guiding the project for establishing a
 
unified approach in planning and implementing activities. This 
was discussed at length during the evaluation and it is hopeful 

-that.-steps. will. be taken. to.. insitutionalize the-proiect.. 

qn effective integration of financial management tools
 
_- &procedures' .into.. projact,-adminis tration.4s.Jlacking- At-.
 
present the :accounting system 
 cannot provide timely and useful.
 
information for project decisionmakers or other personnel
 
monitoring proj.ect progress. 
A primary cause 'of this deficiency
 
is-the absence of discussion of or budgeting for accounting and
 
financial personnel in the-Project Paper. The-establisbment and
 
maintenance of an improved financial management system is
 
particugarly critical,gfven the.magnitude of USAID and GOSL
 
contributions. 
Total USAID authorized life of project funding
 
±7s" $6700 000 .i-
 n dd:tZ pw--er -189 an,aIdlilona-"
 
has been reserved for ACRE. 
The GOSL has made $3,866,000 • 
-avat - P-A-e -. --
e *for- ACre 7dt b roa- GOd 

contributions by_fiscal.year and by input.. is- g:Lven.Appendix . 

A breakdown of USAID contributions including the reserved 
$943,000 is-in Appendix JKC 



Summary of recommendations forAatv 
rp--,eerhad
Extension Project
 

Recommendations for GOSL ACRE Flrojisct 
L. Give high priorityto the further-:establishment 

of the nutrition component of the project, its 
staffing and implementation, 

2. 	Develop approved terms of' service for ACRE project 
- - staff.- These-' terms should-be equal- to othei 

project activities.
 

3. 	Develop a vehicle repa, maintenance ana
 

replacement program.
 

4. 	 Implement intra-African long term"training program. 

5. 	Complete selection of candidates for 1one term. 

training program. 

6. 	Formally consider abolishing the 'present base-line
 

survey. Initiate more.-revelant studies of farm 

management nature.'using trained extension personnel:. 

Z: Carefully analyze energy needs of research laborator,
 

and seed processing plant. 
Develop alternatives in
 
-	 -event. that-awlya&is -indiates-lack-r-ees t-e-fiectivez 
8. 	Plan and execute provisions 4o assure adequate *ater
 
S---an.util1,tie"o--a1..of-NJ ala. housing-and -headquarte: 

This should include provisions for short run medftm
-

and long term basis. 
-9..--The ACRE project accounting staff should produce 

quarterly financial statements.. Initial quarterly 



statements should be done with the assistance of 

the iccounting firm contracted to assist ACRE and 

subsequent statements should be reviewed by the 

accounting firm after preparation. In addition 

input utilization proj ections and cash flow analysis 

should be instituted. 

10. 	 Project financial statements should be produced
 

annually which combine 'AIDand GOSL contributions
 

into one statement.
 

11. 	 The position-of Chief Accountant which has remained 

vacant for seven months should be filled as soon as
 

possible." The candidate selected'must have a 

university degree in a financial area and preferably 

several years of experience in an accounting or 

finance position. The Chief Accountant must work 

as a financial manager and planner. 

12. 	 The accounting staff should be increased to include 

at least one additional Accounts Clerk. This person 

need not possess an academic background in accounting 

but should have at least two years experience as an 

account clerk. 

13. 	 Bank accounts should be opened in each zone to be used
 

for payroll disbursement. The account can be .the 

responsibility of the zonal senior extension co

ordinator or when feasible because of location 

individual employees in a zone may have their pay

check deposited to. individual accounts. 



14. e ! n ml-C7Developand implement a mid term to end of project
 
commodity procurement plan.
 

15., Developwith contract team leader regularly
 
scheduled and planned staff meetings.
 

16. 
 Introduce appropriate technology and labor sa.ing"
 
echniques,into crop production demonstrations.
 

Consultant may be required.
 
, 
Organize and implement a rice production contest
 

for farmers.
 
18. 
 Recruit a public information and communi.cation
 

specialist. 
If none available'recruit trainee.
 
19. 
 insure that contract research and extension staff
 

are intregrated'into project programs. 
Designate
counterparts or work groups which insure staff
 
cooperation.
 

20. Strengthen linkages with IITA and other research
 
and extension institutions',, If possible develop
 
a formal agreement with IITA for training and or
 
research and extension resource materials.
 

21. 
 Develop a.yearly program of work as well as
 
schedule of activities to facilitate timeliness
 
of project works.
 

!2.,Develop a,formal agreement betweenMinistry of'
 
Agriculture and Forestry and the NJala University
 
College to institutionalize the ACRE project.
 

3. Investigate animal power sourcea 
including the water
 
buffola, to increase agriculture productivity, improve

transportation and reduce labor constraints.
 



Reconuendations 'for USAID Sierra Leone
 

1 -Develop -supporting program which-wil mee't -the
 

needs of the ACRE program but which are curren'tly
 

beyond-its scope."i.e."agricultialrmakMting road1 "
 

credit.
 

2, 	Carefully monitor the"logistical support which 'is 

to be 'furnished by USAID to the .'cohtract team. 

This includes housing, utilities, fturiture'and 

household equipment as well as incountry transportation, 

It has come to the 'attentionof the evaluation team 

that there 'are shortages in furniture and household 

equipment as well.as utilities. At .present there 

are 'also defecienc in in-country transportation fo 

official or duty travel'.' 

.. 	USAID should monitor the 'project in ielation'to the 

letter and intent of the project design. Speicically, 

AID should promote 'the institutionalization of the 

project to include MAP; kNjala University College and • 

ACRE project. 

4. 	Promote the 'establishmentof functional linkages
 

between research eXtension and farmers.
 

5. 	Send cop.es of all project financial reports to ACRE.-

accounting office.
 



Recom enfda'ti'n 'for Contract Staff in Sierra Leone
 

1. 	Hold regular staff meetings with pre-planned agendas
 

2. 	The contract team leader' should acquire an
 

administrative assistant to assist in many of
 

the mundaftaskof running the project.
 

3. 	In cooperation with the .ACRE Director develop an
 

assignment of project vehicles which allows
 

for mire judicious use.
 

4. 	Each staff member should develop a yearly program
 

of work which is intergrated with Sierra Leone
 

counterparts or research and extension teams.
 

5. 	Contract team members should carefully review
 

adaptive research and demonstration trials plans
 

with research and extension personnel.
 



Recomendations for SULSU Contract Administration 

1. 	DeVelop annual report as well as required six" 

months report and distribute copies to USAID as

well as project team leader. 

2. 	 Develop more effective procedures for using 

consultants. Insure sufficient length of stay in 

in Sierra Leone as wel as development of report 

before leaving proj edt. 

3. 	Develop annual work plan.
 

4. 	Develop better communication to inform contract
 

staff in Sierra Leone on progress of requests for
 

consultants as well ,as hard ware needs of project.
 

5. 	 Arrange for petty cash to be used for purchase of. 

small items in support of consultants. 

6. 	 Insure complete instruction to contract staff on 

travel arrangemts, custom clearances, visa requirements 

and innoculations. 

7. 	Give special attention and expedite quickly critical
 

needs of contract staff in respect to family living
 

and project problems.
 

8. 	 Implement project evaluation as required. 

9. Send copies of all project financial reports to
 

team reader
 



Evaluation Methodology
 

The Mid-Term EvalUation team based their analysis on
 

the following information:/ review of project and non-project
 

documents. 2) observation of physical facilities, research
 

sites, and on-farm trials-and demonstrations; 3) participation
 

in meetings and donducting structured and instructured interviews
 

with GOSL, IADP, NUC, ACRE, AID, and U.S. contract ACRE Project 

officials and with farmers and other residents of rural zones 

(see appendix 4). 
Basically, project planning documents and contractual
 

agreements and the goals and structures called for in those
 

documents were compared to project performance. The Evaluation.
 

Team established and continually revised sets of key questions'
 

on which to focus our work. This was done at all levels from
 

inter-governmental to inter-instituional to infra-project to
 

individual farm operations. Internalmanagement and program
 

monitoring documents were important in the review. pther documents
 

reviewed concerned other development-projects and socio-economic
 

development in Sierra Leone.. Interviews and meetings provided
 

more ihformation for assessing project performance in relation
 

to stated goals. Dr. Hess used a structured interview to
 

gather comparable information from a 10 percent tandom sample
 

of contact farmers in the project. Observations and preliminary
 

conclusions'were discussed with alX key project staff, the U.S.
 

contract team, and the MAF represertatives to establish the best
 

way to present the evaluation report.
 



-. 'The external evaluation.team included .the following. 

charleb 'Simkins ST/AGR Team Leader/Agricultural Specialist
 

-Graham Thompson- -REDSO/WA Evaluation-Officer
 

David Hess REDSO/WA Economic Anthropb&ogisr
 

John CIoUtier REDSO/WA" Financial Analyst-


Mellen Duffy RBDSO/WA Nutritionist
 

Observers working full-time with the team included:
 

Wilbur Sca-rborough USAID/SL Agricultu -ayi Development Officer
 

Vernon Hall SULSU Contract Team Leader
 

E. J. Mammy ACRE Extension Co-ordinator
 

Liri Feika MAF ksst. Chief Agriculture
 



External Factors
 

2 / Labor Shortages, 

The key- constraints - .t increased agriculturar productivity 

in Sierra Leone are labor shortages, market inadequacies,
 

and price .disincentives. Labor shortages are extremely limiting
 

at crucial periods of the cropping cycle, notably landclearing"
 

and preparation,- pliazing-4or-.transplanting-in-the-case-of- ivs 

and Mangrove Swamp prbduction, weeding, and harvesting. Any 

attempts at increasing land under cultivation or intensifying labor 

input will exacerbate, the problem of labor shortages. Rural toi 

urban migration is'a direct cause of labor,shortage. Increase iz 

labor drudgery could very easily lead to the decision by young , 

rural people-to migrate to urban areas. Agricultural production 

research in Sierra Leone must avoid as much as possible increasing 

labor demands.A,.2 ,A,,,AA e-1* ' .V ' 
Marketing inadequacies and price disincentives in Sierra Leone
 

relate basically to lack of transport and storage, and:urban-biased 

pricing policies. Transport is a problem which agricultural
 

-development projectes,-particul1ly-the -IABDP -, are-z-rng--to soy.es-
Evidence from the NIADP indicates, unfortunately, that part'icilar 

-project has not chosen road sites for the-purpose of inclusion

of previously unconnected and economically promising areas in a
 

road network to markets. Instead, it has spent a great deal of
 

money on roads ehosen for politX£a "-ekpeIincy. Ti e--fture,
 



road construction should be done to provide access to markets
 
to areas on the basis of economic return and social equity.
 

.;ricing policies in Sierra Leone are biased to minimize
 
discontent in urban populations. For example, rice prices are
 
set at 8 leones a 
bushel which offers barely enough, or in 
some
 
cases, .not enough for a farmer to grow it, considering labor costs
 
alone, without any inputs. 
No progress will be made in production
 
if official price policy maintains this disincentive. Even in
 
rural areas where official prices are relatively irrelevant
 
becuase of the existence of parallel or private markets, price
 
fluctuations are so marked that producers, at harvest time are
 
forced, due to an inability to store harvests and the build-up 
,.
 
debts during the last part of the growing season, to sell at
 
uneconomically low prices.
 

Those seasonal debts are only part of the'traditional credit
 
structure which robs rural producers of the ability to achieve
 
fair prices. Traditional credit provided by African or Lebanese
 
merchante usually carries high interest rates and short deadlines
 
for repayment. Credit programs through IADPs, though have
 
been failures. 
Contrary, to the commonly held opinionthat this
 
indicates a lack of understanding of credit by rural peopli., thi
 
problem has two underlying causes. 
First, any government or
 
government-associated credit program can be perceived as another
 
in a long history of handouts. Second, repayment rates may be'
 



calculated on over-optimistic production targets ot Inadequate y teste
 
technology so that, even in farmers wanted to repay, they would
find itdifficult if not impossible. Cooperatie
 

organizations are a possibiity to solve these problems but
 
managerial and accounting training and supervision are difficulties
 

with these organizations.
 

Recommendation 

.9- AC---shouid focus its research and on-farm trials and 
q44I aistrations on varieties and techniques.Of production which 

do not increase demands on labor. Thus, among current work-
dibbling., ridging, and close-and row planting,should be reconsidered.
 

2. ACRE# as part of'its future work in appropriate technology, 

should place'primiry emphasis on productivity improvement using*
 
labor saving devices. 
Further, work should be done on appropriate
 
technology for crop storage for individuals and for groups,
 

including possibly villages.
 

- .3. FutUre phases of ACRE may very well need to examine means 
of organ2zation of farmers to deal with marketing and credit

problems. Any work must rely on organizations genuinely based in
 
interest and energy generated by farmers and not be imposed on them.
 



At the' time of project design GOSL inputs were budgeted
to compensate for an annual inflation rateof 157. The actual 
inflation rates according to.the World Bank for years 1979 and
1980 were 21. and 257. respectively. There are no indications 
that the 1981 rate will be less than that for 198Gg 
Inflation
 

*has therefore had 
a significant impact on GOSLe.eP4iture-s(as well as AID local currency expenditures) partitlarly
 
personnel 
afid construction costs, which in many caves have
 
risen faster than*the 
overall inflation rate. 
The.sharp

increase in fuel.and cement costs were major contributors"
 
the construction-cost 
overruns of over $300,000., 

i external factor with a' fav'al i ct~h 'AID
 
inputs financed by foreign exchange has been the strengthening 

of the US dollar relative to the leone during the past year.
The increase in the exchange rate from 1.05 Le per dollar in

1980 to 1.15 at present has ± n effect increased the AID con
tribution to commodities, construction and support costs.
 



.,ITechnical Assistanc 

USAID has contracted the consortium of Southern University 

and Louisiana State University (SULSU) to work to integrate the 

agricultural research and extensi.on services .of the W&P and NUC, 

recommend project policy, assist in the creation of project 

programs and their implementation, and assist in training of 

local field staff in project.operations." The contract team
 

was to arrive at the beginning of the project and consist Of (1) 

http:extensi.on


Research/Extension Administrator (2)Agricultural Economics
 
(3) Extension Agronomist (4) Soils Research (5) Cronn 1?a-ot.her. 
USAIB has contracted for 48 man-months for each of the five
 
positions as well as 82 
 mn.. ^ .. Sultants. 

Tne total input,leveI for the S-SUcontract is 43,85"3",700 
and is detailed as folws-

Salaries 

$1,190,000
 

FringeBenefits'-

161,100
 

.Travel an- 72Zzsrji"ransportIE 
Allowances 

579,500 
Other Direct Costs 
 93,400
 
Indirect Costs 
 .445,200
 
Training 


6304 0 

$3,853,700 
Of this amount USAID obligated $340,000 in'Fl 78, $610,000 in 
FY 79 and $920,000 inFY 81 f6r a total of $1,870,000. This
 
is expected to be sufficient to meet SULSU's needs through

December 31, 1981. 
 See Appendix 
 for amounts already
 
expended -by SULSU-


An additional 
$123,500 innon-SULSU technical assistance 
input has been contracted-fr accounting firm fees; secratar4lD 
.servicei--and-consultancies. 

AIthough the SULSU conrract Is in effect until December 
31, 1983 it-is clear that all the-services-contracted for will
not be provided by that date. The late arrival of"SULSU team 
mdmbers and:verall status of the project being behind schedule
 



havecaused SULSU to be about one year behind schedule. 
The
 

amount of.unexpended budget items, particularly in salaries,
 
fringe benefits, travel, allowances and training at December 31,
 
-.
1983 will"be about $1,000,000. "If there is'additional project
 

funding beyond that date or if certain contracted "services
 
such as consultancies or training are scaled down then part 
 ,'
 

of the one million dollarsAcould be used to finance other 
inputs which have been more costly than expected, particularly
 

commodities and construction.
 



The contract team from SULSU are well"quaiafied,
 

experienced and dedicated professional agriculturists-


The Party-Chief is-one of the world's-authorities on-rice
 

poduction. iHe' a leader and has many personalis capable 

qualities which endear him to his collegues. He wears well
 

with the Sierra Leone staff and keeps an even keel under
 

often-'very--trying-circumstances
 

The soils and crops researchers as well as.the agricultural 

economist are experienced researchers who have good dispostion 

.towork under the conditions of Sierra Leone.' They have accomplishec 

much- in the"short time they have been on-the-"project (6-10 
- - - - •.- . -" " 

months at the time of the evaluation.)
 

The crop researcher who has been on tne statr only six
 

months needs to expand his field of research to include a
 

number of tropical crops in addition to his present .xcellent
 

research -on maize. 

The.*m6st recent addition to the team is 
a well trained
 

and qualified agricultural education specialist. His late
 

arrival on- theprect as was-3 h l enf Vf 

experience Working as an extension agronomist will'certainly
 

be .-ahafdicap-tohim-°...owever, - iw 1l ~gness- to .. 

with others plus his obvious ability to adapt will no doubt 

make him a valuable member of the team. 

1 coope.r.ate-. 



Table 2-2 of the 
pP lists the original participant traininz
schedule. 
 Train-tn 
 vas to be "front loadad", i.e. almost half

_the participants were to have started training by the end of-year o ne. However, this was not accomplished. 
The AID/SULSU
 
contract signed some fourteen months after the Pro. Ag. was
signed specifiei that SULSU take the major initiatives in
 

-regard Co" participant training. Thfs6n'tr-a-cse. -fovires 
the AID funds for the participants. 
 (over $630,000)
 

Participant training, particularly lon$-term, has slLpou
badly behind the plan in the Project Paper and the SULSU contract.
 
Some or much of this slippage relates-to the-late contract6r
appointments but AID and the QOSL could have placed some participants
and tentatively identified others before the.TA contract was signed

or at least before an active contractor team was at work.
 

The AID/SULSU contract specifies that trainees will be
picked by a comnittee composed of the USAID Agricultural Officer

ther.A "Pr°ojct-.Director, the. SULSU Chief..of Party-and-any other
individuals the Agricultural Office suggests. This committee 
should be formally -0nstitute- a-- 'shouI'd-m-et-qauat 
 - 3V
would also be helpful to inriude an NUC rep. on the selection
committee. This committee shol--firsfjtatempi t6 "dea--Iith-bisic 
policies and procedures on.formal trainin 
to ease the various
 
difficulties experienced to date in chcosing candidates and

placing them in training. 
 It should however take 'ona wider.
 
scope as nowed-herein. 



The evaluation team did not-see the complete records
 

Sierra Leone- pertaining to the selection processes, including
 

qualifications of individuals- and suitability of proposed training
 

Some of this information undoubtedly exists in written form in
 

country and some of it may be in the contractors t':S offices.
 

However, the selection process should be formal, the results anu
 

all documentation reported to AID and full records should be
 

available at USAID and ACRE. Since at least thirteen long-tern
 

trainees remain to be selected under the SULSU.contract, the
 

SULSU Chief of Party and/or the ACRE Project Director, should, 

with the assistance of their staffs, work up long-term training 

proposals for these. trainees. This proposal which should relate 

to the longer term needs of ACRE should be reviewed and approved 

by 'the training committee and seconded by the Management 

Direcdtorae..* There is an informal training proposal by the
 

ACRE Director dated December*1980 in file and this proposal is
 

generally what is being followed. It does relate proposed
 

training to project needs. The ACRE director has Just now 

completid a. document which covers many of the concerns raised. 

herein especially about formal long term and short term staff 

training.. As in many otrher elements of this project we have 

found the involvement of the project towards a more rational and 

systematic effort in training. 

The contract funds 14 MS or BSC degrees in the US, 6
 

Masters or equal in Africa and 8 individual short term (six 

months or less) training activities. ;It is now evident that
ata best only some of. the seven trainees who are likely to 



are likely to return 
start long-term training before mid -1982 

Sierra Leone prior to the planned December 31, 1983 completionto 

of the SULSU contract and then only if they are placed in schools
 

during the spring of 1982.
 

selected&No candidates for Interafrican training havebeen 

and it is unlikely that either they or the remaining seven 

candidates .forUS training will have been selected by the "fall 

1982 semester, unless a concerted effort is made 'within the nextf 

few months. 

Short term participant training has proceeded at a fairly 

brisk pace 'andrecords are available on the reasons ,candidates. 

lesser extent whattook courses the courses themselves and to a 

was studied. Courses and,candidates are selected on a fairly 

ad-hoc basis, but the courses have been fairly releant 
and" 

most 'individuals selected have been associated closely with 
ACRE.
 

The process of selecting short term trainees needs'to remain
 

fairly flexible. It is urged, however, that more lower level
 

on intra African training such as IITA courses.people be sent 

expand on the previous point; it is recommended thatTo 

are available from the short term participant trainingif funds 

training opportunitiesto extend short-termaccount, ways be found 


staff ad related people (Le for example'- NUC faculty).
to more 


project horizons

This cauincrease espirit-de-corps and unwiden 

if well handled. For example some short-term seminars could be 

held at Njala and spedial group trips to other Ag. Development 

Projects or African research Institutions 
(IITA, WARDA)" could
 



be arranged. Dr. Gassie, a SLU professor who was on a 
consultancy for ACRE'this last. summer, urges more em hasiR 
toward- in.service traini 

The annual training proposal, discussed previously, 

first needs the full approval of the ACRE management, AID.and the
contractQr. 
NUC staff participate as necessary. 
It should

include new target dates for major training actions which are
 
tied into any revised project schedule. Training should be

reviewed at the management directorate level as to progress,

problems and relevance on a quarterly basis, 
 Specific priority
 
training needs should be highlighted.
 

There also needs to be some upgrading.of the correspondence
-on training and a bit of improvement in the overall coordination of
training. -'On formal training, all PIO/Ps should be cleared by
the-AID Agriculiural Officer the STLSU 
 Chief of Party and the ACREProject Director., .Thus everyone would be aware of the actionsbeing taken in participant training. (Some training has'taken p
outside of the SULSU contract i.e. Mr. Feika's training in the US 
 for 

*exanple. ) 
Perhaps more 'importantly over the longer run is that thetraining elements of ACRE be aimed at upgrading the 
 outreach


skills of mid and low-level staff and that ACRE and/or another
appropriate institution/project work with MAF and MOE in up.
grading the pre-service and in-service training of all students,
extension agents and higher level people who are or will be 
associated with adaptive research and extension outreach. The

formal iraining now being conducted or planned, while very necessary
 



will not bring about .thewidedissem.inationof knowledge among
 
farmers needed to achieve adaptations in agricultural practices.
 

The recent emphases on using consultants to address extension
 

training activities and outreach begins to address this issue.
 

Perhaps the first steps towards widening training
 

activities would be the recommended emphases.on wider and more
 

extens.ive.short term training opportunities for staff and related
 

people (including extension agents) in all fields of endeavor but
 

especially in extension related training and technical training
 

(including especially maintenance staff and financial management).
 

One could then envision a much wider and more comprehensive
 

training direction beyond this including farm.level training and
 

outreach seminars for IADP staff etc. 
This is worth careful
 

consideration in auy follow up activities and should be the
 

subject of contiaued consultancies under SULSU funding. In

dividuals undertaking such work should also obtain fresh information 

on what other efforts are underway to help avoid duplication of
 

effort. 
 (I.e. UK school at Njala, the Manae extension agent school

etc.)
 

Tne project must not overlook the need for placing long

term trainees in positions conservate to their education and 

experience. It is unfortunate .that long term trainees wil'l have 

too short an overlap with the SULSU team. 
The.more.senior ACRE
 

staff will have to carry out more integration of the returning 

staff than would normally be necessary if contractor teamnwere 

to be in place for -alonger period. (Please keep in mind that 

roject extensions may carry the contractor team forward thus
 

alleviating this problem somewhat.)
 



::3'Consul tant ,Serv,ices,' 

Through early November 1981 there have been about fourteen 

consultancies .financed under 'the SULSU citract. A couple of 

consultant visits are planned over the next few months. :Although 

several 6f the consultants have made good contributions .to the
 

project, the record has thus far been spotty. The evaluation
 

team feels that there should be a more planned approach to the
 

use of consultants.and that generally consultants should stay 

longer periods and provide more comprehensive reports than the 

average to date. Return visits might also be scheduled.
 

The Chief of Party and the ACRE Project.Director are both
 

aware of the problems of getting qualified experts on time who'
 

will then stay long enough to make. meaningful contributions. 

This awareness can be translated into positive action if the
 

planning for consultant services is systemitized (and if the
 

resultd of the consultancies are carefully evaluated .and'.
 

integrated into the project.
 

We suggest that the present 2-3 consultants now being
 

recruited, be" recruited as planned, but that if at all
 

possible there be a careful redefinition of the work scope of
 

each of these consultants and the consultants be informed of
 

what is expected of them before they arrive.
 

iOver the longer run, planning for and use of consultants
 

must be more carefully integrated into the project. This can
 

be most easilydne by including consult ancy planning in the
 



annual work plan by having periodic (quarterly) reviews on the
 

status of consultancies, by incorporating the results of the past*
 

six months work done by the short term experts in the semi-annual
 

evaluation by assuring that the res'ults of each consultants work
 

is assessed and disseminated if-useful'.
 

At the same time the Chief of Party ant Froject Director 

can be. assessing the effects -of the experts services and can be 

looking to new areas of need. They will be 'drawing their .ideas 

in part, from GOSL and contractor staff, and it would seem 

to make sense to record their findings in the minutes of the 

management directorate committee. 

Areas of consultancy which call for immddiate attention, 

and perhaps long range involvement, are agricultural engineering 

with emphasis on small farm appropriate technology, nutrition 

(addressed elsewhere)', tropical root crops, agricultural research 

nethodology and statistical analysis., administration and management 

ind tropical soils, transportation equipment repair and maintenance.
 

3ome of these people, for instance, the transportation equipment
 

:epair and maintenance specialist, .need to be available from time
 

)ver a 2-3 year period.
 



Construction
 

Construction aspects of ACRE were coordinated by'an
 

engineering consulting firm, Techsult, which basically acted
 

as AID's agent in construction survey, architectural and
 

structural building design, construction supervis.ion and verificatioz
 
~*C44I&4 IrC&4P i'et Oev-~tAheD J-

The building contracts included provisions for price fluctuations
 

of locally purchased materials. Significant price increases for 

aluminum, cement and fuel contributed to a major construction 

cost variance. To date total construction costs paid aref2°49"2,934 

Le ($2,118,994) and about Le200,000 remain to be paid for final 

building construction (which should be completed by December 15, 

1981) and for roads. AID budgeted.$735,000 for construction and
 

the GOSL $i,007,000 for construction,'land and civil works.
 

Thusithe construction overru* exceeds $500,000.
 



Need for Continuina Educational Center
 

There is need in the ACRE project in cooperation with
 

Njala University Collegeha multi purpose building which could
 

be employed as a continuation extensionAcenter. It should have
 

a conference room which could accommodate up to 100 participants. 

In connection with the center'should be a simple dormitory-where 

extension trainees, farmers and others could -be housed while* 

attending, seminars and training sessions, 

Staff in the ACRE program would use the building for
 

in-service training. Farmer groups could be brought in for
 

seminars and the facility could also be used for Njala University.
 

College functions:.
 

It is estimated .that a modest building with- sufficient 

space for a conference of 100 plus an added.'dormitory for 50 

would cost approximately $200,000 U.S. 



The following is a list by site of all ACREconstruction.
 

(1) 	Site I: :10' 3-Bedroom houses
 

2-Bedroom houses
 

(2) 	 Site ,II:' 'Administration Building 

Soils laboratory 

Seed handling building9' 

Warehouse 

Generator building 

Maintenance center 

Seed drying floor 

(3) i1te11:. 16 1-Bedroom house 

.(4), Rods in Progress 

(5) Rokupr site: 1. 	 3-Bedroom house. 

(6) Freetown 1 	 3-Bedroom house 

Support Funds and other costs include extension:support 

to pilot areas, mini-kits, on-farm research trials and research
 



are
support"for the NAF and NU.C. The research support costs 


for special research activities conducted by students and other
 

nonprqoject personnel in direct support of project-activities.
 

Support costs have been budgeted to gradually decrease AID's
 

portion from 62.79f total support funds and other costs to
 

207. in the final year of the project. Total LOP support 

funds and other costs budgeted from AID sources are $415,000. 

Since this amount is greater than realized needs part of/Ioney 

originally intended :for support costs s 2'e applied other 

input categories. 

S.- C-OSL Contribution 4 Er7L 

It was anticipated that with the local cost support
 

provided by AID that the adaptive crop research and extension
 

project activities would add little to the MAF recurrent develo;
 

ment budget during the first few years of the project. The
 

majority of recurrent expenditures were to be primarily.for
 

personnel costs. It was estimated that by the end of the
 

projecr'increased demands on the MAF,budget would be about
 

$200,000.. Although this initial,estimate for recurrent costs
 

is low it is'the evaluation team's judgement that.given the
 

GOSL interest in ACRE and the priority the project receivds in
 

fund disbursement that the GOSL will make the necessary funds
 

available through the life of the project assuming the PL 480
 

Title I program continues in Sierra Leone.
 



,
A simary of GOSL fiscontribution flows: 

1MAF Funds PL 480 

79 38,000 Le 750,000 Le
 

80 825,000 925,000
 

81 275,000 800,000
 

1,1387 00-Le 2,475,000 Le
 

In October, 1981, an additional 300,000 Le was contributei
 

from MAP sources and 400,000 Le from PL 480 funds. Thus total
 

GOSL contributions at evaluation date are 4,313,000 Le or about
 

1,300,000 in excess of the amount the GOSL was projected to
 

contribute over .the life of the project. ACRE has.received
 

about 70% of all PL 480 Title I funds available since December
 

1978.,
 

Besides personnel costs the GOSL is responsible for
 

Utilities, certain comodities, land purchases, civil works,
 

transportation for training participants, insurance, security
 

and some construction costs. The GOSL has been paying all
 

construction costs directly to the contractors and AID
 

reimburses the GOSL account maintained at the Bank of Sierra
 

Leone. To date AID has reimbursed the GOSL for $720,200of con

struction costs.
 



GOSs u 
H4owevie r, -at the 

f A e 
re rr 

me rom PL 48 le I proceeds 
o government has 

contributed some 600, f its own internal funds for 

ACRE costs. GOSL' su rt this attivity is primarily, 

based on avail i I Title I fun A D Freetown 

s ld continue to ressively seek Title I co ties.
 

MAF support for ACRE has in general been reasonably 

timely,. - ACRE staff-appointments have-been-made a-little slower 

rate.than expected but by and large the government had counterparts 

nd other staff in place before the SULSU contractors were in place
 

Retention of key ACRE and NUC staff-will be a.,oroblem. 

High b ries e±sewnereespeciaiiy Nigeria,are a strong draw 

and turnover is evidently_increasing. The-total compensation 

package that the ACRE can offer is not all that attractive. Terms 

of service continue to be'a sore point discussed at each Steering 

committee meeting. 
Tte MAF.wishes to avoid special compensation
 

rates for ACRE employees but ACRE itself may be temporary and.
 

thus cannot offer certain career security. So far, ACRE is
 

fortunate to have found some dedicated senior staff and some hard
 

-workinextension-a.taff, 

In otder to forestall this problem in any future extensions 

of ACRE it is strongly recommended that the terms-of-service 

for ACRE employees be properly gazetted prior to any new AID
 

funding. This is a very difficult task which must go on
 

concurrently with any planning for a new project.
 



The proposals to unify the directions 
of 4AF activ ties,
 

(including a national unified extension 
service)
 

of which the British Consultants report 
is.a part are expected.:
 

to include extensive personnel and saary 
policy changes.
 

should keep abreast of these changes 
and what other donors
 

AID 

are doing so that any future AID support 
are to activities
 

which are fully'recognized 'and strongly,
supported by the GOSI
 

and offer attractive career opportunities 
to project staff.,
 



_Commodities
 

A REDSO commodity advisor will review the overall commodity 

situation and write a report which should be annexed to this 

evaluation. The evaluation team has noted that the original
 

PP called for $741,000 of AID financed commodities and some
 

$145,000 of GOSL financed commodities.
 

Financial records show that AID has'already committed
 

$1,142,000 for commodities.
 

The Project Paper was aeficient in its treatment of 

commodities. For instance AID bought 14 Broncos instead of' 

5 Land Rovers as expected in the PP. This represented a 

serious underestimation of need. Many of these Broncos 

will have to be replaced before the project is completed. 

They are used fairly heavily. The PP estimated reclacement 

of the 5 land rovers in year 3; if the .Broncos are replaced 

in year 4 or 5 that will mean another $175,000 

The.PP estimates for equipment and commodities for the
 

soils lab were purely guess work. One result is three years
 

into the project there is still questions over the types
 

of equipment best suited for the lab. PIO/Cs were recently
 

issued so this issue is moot--but the equipment and supplies
 

ordered will cost way over twice the cost estimates in the PP.
 

Most necessary spare and repair parts for vehicles and
 

the necessary tools and workshop equipment have not yet been
 

ordered. This is addressed in the vehicle maintenance gection.
 



Physical control,-of inventory is lax and there is no 

verification between financial.and physical records. The 

physical control problem' is due to the fact that not all 

facilities are completed. It is recommended that interim and 

final .physical control procedures be established. 

• "",,There is'also a very ad-hoc stock reordering situation.
 

ACRE management should assure both adequate physical commodity
 

control and set in motion"a system which-will..assure timely
 

arrival of expendables and other commodities. Lack of fertilize
 

during a planting season would be very detrimental,to research.
 

ACRE also needs to assure that adequate commodities are
 

on site at all five zones. This should be the subject of
 

a speci-al inspection and periodic follow-up. One zone has
 

insufficient fertilizer to run certain trials this year.
 

The AID'Agricultural Development Officer should before and 

during the upcoming visit of the REDSO commodity advisor.
 

familiarize himself with the entire range of project commodities 

on hana, ordered and to be ordered. He should record any 

commodity transactions that were counter to AID regulations 

(of which there may be one or two minor violations not of a 

serious nature) and he should assure that future ,PIo/Cs are 

executed by the interested parties prior to initiation of 

procurement. 

The ADO and ACRE and SLUSU management should develop a 

mid-project commodity procurement -plan based on a needs and 
I 



usage rates. .Due to project financial constraints this 

plan'needs to be lean and tight. It should be adjusted
 

peri9dically to account for actual needs. -Ifthis is.not
 

done the costs of project commodities is likely to cet out
 

of hand. If no one questions the commodity requests persons, wi-th 

no malice of intent, will request perhaps more -special
 

equipment or commodities than is absolutely necessary. A
 

good commodity- procurement plan is a necessary tool for all 

_ projects. and-As becoming a critical-elementjAn. this project 



All fie SEO's have now been provided living accommodation
 

but they have not all been furnished, as called for in the agree

ment for employment. Office space has been provided to four of:
 

the'.five SEO's. In the case of the fifth.SEO, ACRE has agreed. 

to renovate an old,office in Makeni, but this has not been done. 

Office supplies have beei supplied but no support' staff has been 

employed to assist in the SEO's work. 

Recdmmendation
 

1. Deliver the furnishings for SEO housing. 

:2. Find suitable office facilities in Makeni for the SEO. 

3. 	Provide office'furnishings, supplies and support.
 
staff for each zonal SEO.
 

After first attempting to satisfy transport needs-of the
 

,zonal extension instructors with bicycles, project management
 

recognized that this was imposing a tremendous time constraint
 

on.the delviery of extension services. Thirty Honda 125S motor

cycles were purchased in-country and distributed to the extension
 

instructors. Insurance coverage was provided for each of these
 

motorcycles:,while operations within the zone to which they are
 

ass igned. Requirements for parts due to minor accident and 

routine wear and'tear has caused.some difficulty in keeping all 



2
 

the motorcycles in operation'. The parts are obtained from one,'
 

location.
 

Recommendatton 

1. 	Determine which spare parts are most often needed.
 

2. 	 Establish a parts supply in each of the zones 

which will include those parts and will be managed 

by the SEO. 



3.Analytical Research.and SoilTesting Laboratory.
 

An important component of the adaptive crop and research
 

program is the development 6f an. analytical soil and'plant
 

analysis laboratory. The" laboratory building is neai 

completion and the equipment and chemicals have been ordered. The 

laboratory anticipates that it will analysis over 20,000 soil 

and plant samples from the research plots as well as farmers fields. 

It is unlikely that the laboratory will be functional before 

March 1982, 

Tt is expected that a Sierra Leonean now studying in France
 

will be employed to take charge of the laboratory. *Dr. Beecher
 

of the contract team will serve as technical advisor to the operation
 

The evaluation team feels that the planning and development 

of staff -for the laboratory has been well done. We are deeplv 

:oncerned witthe ability of the project to provide"the support 

services necessary to cevelop. afull-fledge analytical research 

Laboratory, 

Without electricity onta 24 hour basis the ability of-the 

laboratoiyl to function satisfactory will be greatly impaired. 

Management must take a good hard look at the costs of supplying 

energy to such a laboratory and determine if the project can 

.really afford this research facility at this time. 

There is no doubt that this laboratory eould do much to
 

supply research data important to the future.development of 

agriculture to Sierra Leone. In fact the lack of analytical
 

.data or soil and plant tissue samples is seriously hampering
 



Project Need for Information Specialist
 

Public information support is a basic need of technology
 

transfer and the lack of this function, particularly now-a.
 

research results are being realized will*"be*a hindrance to the
 

potential-of-a rapid spread of recommendations -to-farmers-and

the adaption by farmers of improved practices. ACRE Project
 

should have a person primarily responsible for publicity support
 

of research and extension efforts. Although.research results
 

can be disseminated to farmers by direct contact; such effort.
 

can be. enhanced and the effects accelerated with supportive : 

publicity; leaflets, pamphets, radio, etc.
 

Additionally a communication-person can do much to promote 

the image of ACIRE and its :workers. It is unfair-and unreriiic 

to give public information duties to an administrative officer. 

The nature of his work will allow little time for creativi 

development. The person for the position ideally would be a
 

trained professional with experience in public"relations. At
 

this early stage in the ACRE project, a person, possibly'a recent
 

graduate with a strong English or literature composition'major
 

might prove most satisfactory, if he or she possesses an
 

imaginative_-p 2lic-eonsciousness. Tate-anther:persh 

be hired-to-be- trained as a visual aids specfali-st. 



Consideration of an ACRE Rice Production Contest
 

.In order to add:impetus to the on-going crop production
 

activities now being carried out in the ACRE project, consideration
 

might be given to'developing and implementing a contest in rice
 

production.
 

Rice is the main food crop of Sierra Leone. It is grown in
 

both.uplands and swamps. With improved cultural practices,
 

judicious fertilizer use and improved varieties rice yields could
 

be significantly increased.
 

The contest should be focused on an educational program to 

demonstrate (1) how high yields of rice can be produced and
 

•(2) 	the extra y& ld that can be obtained from use of new technology. 

It is suggested that during the first year of the contest the 

farmer or-contestant have two areas side-by-side--one in which 

he produces rice with normal practices, the other, an area where 

he uses new technology such as line planting, fertilizer, insect 

control, weed control new variety, etc. 

The contest would thus have entries in both swamp land and
 

upland rlce production. Each zone would have separate contestants.
 

.Recognitionwould be given to farmers obtaining (1)the highest
 

yield per acre and (2) the biggest difference between their normal
 

.plot and the improved practice plot.
 

A simple contest entry form would be developed with a
 

standard set of rules on size of each plot. It would include
 

the farmer's name, village, etc, It would also indicate the various
 

-practices used by the farmer.
 



The agriculture instructors in each area would be in charge 

-of supervising the contest and determining yieLds at harvest time. 

- Recognition would be civen to farmarn in tho i%.+ 4 # 4hmffnrn vItes 

ana/or pilaques. Money or material prizes should not be given.
 

A recognition luncheon or banquet might be given to pay special
 

attention.to the contestars. 
Private businesses might be,
 

solicited to help defray the expenses of the contest--including
 

-the-luncheon-or dinner--for the contestants.
 

Considerable publicity could be gained for the ACRE project
 

if the contest is organized and implemented correctly. Newspaper
 

articles, radi 
briefs, etc. could help publize the contest. At 

th-same time-the project could gain important information on 
"the adaptiveness of its recommendations for rice production. 

http:attention.to


OUTPUTS
 

Trials Conducted
 

The wet season of 19c8is the first cropping season for
 

which this ACRE Project-was.fully operational_ 280 txials,and'.
 

360 demonstrations were planned. The project was successful in
 

establishing.219 trials and 308 demonstrations. The difference
 

between planned and executed work was the 'result of a decline in
 

participating farmers - (from 300-291). 'Accordingto E.J. Mammy.
 

Extension Coordinator the, (1)lack-of resources,-(2) poor health
 

of farmer (3)lack of interest in agriculture (4)poor land
 

preparation (5)misleading information supplied by-socio-economic
 

baseline survey enumerators resulted in a decrease-in farmer co

operators. The distribution of research trials and extension
 

demonstrations were as follows:
 

Zone No. of Tials Executed No of Demonstration No. of
 
Executed ...... Farmers
 

Jala 37 
 ' -"63 5
 

Rokupr. 54 58 61
 

.akeni" 53 55.61
 

Kabala 36' -64 .. 53
 

Kenema' "39 - - '.&8T. "-..-" 

rotal 219 308.291 
.10TE,'Trials--nd-demons trat.ns fo'-seond croppii including 

cowpea are vet to be conducted.
 



Quality 'o W"s4 

The quality of the-.deonstrations. and :trials was found 
to b" _ uao daiAR 

tobequite mixed, according to-th Evaluation Team, ACRE 

staff-i. an-farmers..--One- majFor_factor ne&atvely.. affectin " 

their quality was the late delivery of planting materials due
 

largely to poor administrative planning and to the physical
 

difficulties encountered in the transfer of living materials
 

from one geographic zone to four other zones, none of which
 

is close or easily accessible. However, some demonstrations,
 

notably varietal, fertilizer, and cultivation practice often.
 

appeared successfully varied out. Contact farmers, and the
 

many interested village n-eighbors-who reportedly had seen-the
 

plots, praised many of the demonstrations and trials. Notable
 

failures were trials on improved weeding techniques and timing
 

and these involving herbicide without fertilizer. Lack-'of
 
control of weeds was related to difficulty in carrying out
 

weeding according to schedule, and, in the case of timing, the
 

lack of flexibility for weeding when growth was at crucial
 

growth stages. Another set of trials and demonstration which
 

-most-be-careftully considered -are--those involving-double--ccoppinj 

If ACRE promotes the plaiting o-f a secbnd cro-whLch ii-not 

gromundnut-in areas where-the-traditional dry-season---second

crop on rice fields is groundnut and the traditional manager 

and recipient of benefits of groundnut harvests are wo1en, the 

ACRE project could work to the decrement of the woman in-the 

family labor force. One problem with trial and demonstration 



design was the lack of opportunity for personnel involved in
 

extension.1to provide their experience's In-deading on' the 'nature 

and *t'iming of demonstrations and trials. The ACRE project was 

-designed-.as. one--in-which-'cormmicat ion--.was -to-flov-betweein -all

participants in the 'research - extension system. This year all 

decisions were made by the research staff as to which varieties 

techniques, fertilizers and herbicides would be tested'in the' 

trials and demonstrations. This method of Oeration was the 

result of getting-oerationsinitiated in the-firs -cropping 

season. .It should not be continued. There should be an input
 

from all the technical staff. The USAID contract staff who have 

had -a great deal 'f-jerieni-n adaptiv-s'easrc-trals-shul -d 

assist the ACRE project inplanning its trials. Based on this
 

years experience the staff of ACRE might find it-wise to reduce
 

the number of demonstration-and develop more fully those which
 

offer a total package program - i.e. seed bed'preparation, 

planting. weeding, fertilizer, etc. 

Recommendations
 

1-ACRE should- carefully revie,4the resulta-o-f- its 

"demonstrations and-trials',-ard-vigorou i-" eamine 

caus ative--factors -in succes s-and--fa-ilnre-- Those
 

judged as technically flawed should be discarded.
 

Those Jiidged as affected by evints or factors*
 

are related to experimental variables could be
 

done again under same or.different conditions
 



or be extended to farmers. Throughout the
 

process of reviewing results extension personnel'
 

and contact farmers should be full participants in
 

Judging trial and demonstration validity, utilitv.
 

and replicability. Selection of next year's
 

trials and demonstrations should also involve'
 

extension personnel: comtractlor.technician and
 

farmers.
 

-2 The crops chosen for demonstrations and-trials
 

should include those whose development benefits
 

all segments of.the farm family population'.'
 

Specifically, the replacement of-rops which offer
 

economic advantages to women by-those less
 

advantageous to them should not be promoted.
 

3. -Nar exr-s, eiircd
'ekte-nsion, aifi pei'sonnel-bAVe--

planned regular interaction including:
 

1) Visit by farmers and extension personnel"to
 

Njala to physically observe research efforts to
 

provide direct input to research.and to demon-i
 

stratt.the emphasis placed on feedback from them
 

-de'v-elo-pLig-fiirther rese K- )-IWtfb 

research personnel to farm sites' to observe 

de-monstrations and trialf and -to-1ii from• 

extension personnel and farmers about their 

experiences based on those hypotheses, experiments: 

and conclusions in agricultural research; 3) 

-t-r-ai-ning--of--farmers basedL-on-a-mutual interchange,' 



and'extension personnel with researchers which.
 

research personnel to introduce their work and
 

-learning and allows flexibility for farmers and
 

extension personnel to teach researchers through
 

recall of their exDeritece and their knowled"e.
 

'3Farmer Compensatior
 
Compensation for the 'useof farmer's fields was delivered* 

only after work had begun on tesits and-dem'onstrations. Iri some 

zones, this delay allowed some farmers to develop doubts as to 

the necessity'and wisdom of ,participation'in ACRE field work. 

In the area near Moyamba, for example,* a farmer expressed dis

appointment because he had been led to believe,"by socio-economic
 

survey enumerators, that he should clear and prepare much more
 

land-thart:-the -trials--and -demons trat ions-actual-y- occupied -once 

installed. The farmer, thus, was expecting much more compensation
 

than he received. However, despite 'some-delays and misunderstandings,
 

Earmers expressed satisfaction with their compensation, an average
 
4P 

:f Le20.OO per farm.
 

Recommerrdatior -- V-rovide clear -explanatkons of the-:amount-of -

Land needed for future trials and demonstration, and provice
 

imi-ey-delivery of all compensation funds
 



'Research and Extension Staff,
 

Thirty Research/Extension Technicians and Five Agricultural
 

Officers trained and Operational in all five zones.
 
.Teprojecpa.ero_theeACRE Project called for the
 

training and fielding of five agricultural officers ana unirry
 

The project has five senior
research/extension technicians. 

officers and thirty officers called extension instructors. The 

change in title, however, is' not a matter of only "semantics*, 

Rather the full purpose and- intent of theie-positions as envisioned 

by project is not being impemented. The Agricultural Officer 

were to have as primary responsibilities "the supervision of 

research-and extension-operations in their-.respective.areas". 

They were to receive training-"during the initial stages of 

project-development ... in management, on-farm research trials, 

and data collection/....._on-farmextension trials, marketing/credit, 

to be able to "absorb full responsibility
analysis." They were 


for alladaptive crop research and extension activities .at the
 

field level".
 

The position now called Senior Extension Officer.involves
 

managingJlogistics for movement of Extension Instructors, receiving
 

as to-the kinds ofWtfids--ins-tructions -from reiBarch personnel 

-and demonstrations-they.are-required to execute and the schedul 

they are instructed to follow, and reporting to th--Extension 

Coordinator on progress and problems without directly contactinj 

research personnel. No regular opportunities exist for traininj
 

of SEO's, no regular opportunities exist for interaction with
 

reh -project management, and no-- phsiA" narsonnel or to p 



flexibility is designed in research 'schedules to allow for
 
and experience
 

contribution of SEO knowledeAfor example," activities in the
 

-cropping cycle are-scheduled at Njala with-no-consideration of
 

variation in zone i.eading._and abilityto-'caru.yout, None_of 

the areas of training from the 'PPhave been provided to SEO..
 

At least one SEO has never had a meeting with the Project
 

Director to discuss 'his work. The effectiveness, even the
 

utility of these officers is severely inpaired by these short
 

coming.,
 

The thirty extension officers were to "report directly
 

to the agricultural officer. in charge 'of ther areas.'" They
 

.
were to "be responsible-'for developing and keeping open an 


effective two-way channel of communication between the partici.
 

pating smallholders and the,center's research and extension
 

staff." To carry_out this broad mandate they were to "receive
 

training in on-farm adaptive'research trials, on-farm extensior
 

trials, marketing/ credit and data -colection'. 

To date, the extension instructors, as reported by the
 
S 

SEO's and all contact and interested farmer families interviewed,
 

-arg-performirngextremelywell. Thaeyhave actively involved
 

-themselves ii-fatm wd6k-and-are abliF-i-na1tost a11-cases, 

-to..effectively--elicit-participation-from farm_families.
 

Information is energetically, if not always..comprehenisively,
 

passed on and the results, knowledge, and experiences of'farmers
 

in relation to the demonstration- "A e'.1lun r~nnrtad to their
 

SEO's.
 



But they are not 'Completely fulfilling the *role'envisioned 

-in ,the PP-due 'to gaps in implementation of the' design, by project 

management. Their-role is truncated and- its-effectiveness is
 
ipaire&.- Firs~:-training is-sorely nedded.,-_a zact-repeatedly .
 

pointed out by El's with the evaluation team when talking. They
 

received a three-day orientation before the beginning of the crop
 

season and have received one day per month of further training
 

conducted by their respective SEO's. Much more training is
 
'needed in agronomy, extensioni tec.nq.es, research methodology 

The 'last area of training
and data collection and.analysis. 


introduces the second major gap in implementation, the lack of
 

use of El's in relation to researbh-"and-project-monitoring'. Due
 

-to the one-way flow of direction of research mentioned earlier, 

E'A are not given the opportunity to provide information and 

.analysis-from-thei--experiences and thoaeo.fthe contact and _. 

Further, additionalinterested farm families to research staff. 


agents have been employed, the-enumerators for the various surveys,
 

who, while gathering some very important information, have caused
 

severe problems for the project . EI's have effectively establishec
 

-rapport-and-gained the- confidence- of large-parts of the farm
 

communities. Enumerators have had to cajole a-nd, .occiiionally, 

misrepresent themseIves-,- the-benefits-of-the proj ect-,--on both-...

to gain even less rapport thaxf that of the EI's.-Further, E's 

are subtly made to wonder if .projectmanagement questions their 

ability to _cary. out research. 

http:tec.nq.es


The key information needed in this project is that
 

derived from slow, incremental, but extremely important 

modifiationin-farm management thus could be provided much
 

more-effectively and acouratelyhy El's if they were.given'

training to be able to carry out repetitive data gathering. It 

would strengthen the data and the usefulness of these key project
 

personnel. The survey data, while useful is not crucial
 

information for the project. The project needs to know fully.and' 
accurately about constraints and-sibilities in faing ystems 

and how they change during the life of the project. El's.once 

trained and provided appropriate instruments, could'colledt this 

infornmtion ona -weekly basis-.-- Th-oe"-time 'redall of an over

whelmingly complex set of factors which was and is the focus of
 

the most important information for this project
 

Final-ly-by. combining field-research -and--extension'..as the•. 

duties of the SEO and E1, the project will return to fulfilling
 

a key purpose of -the original project,--,the institutionalization 

of a combined system of agricultural research and extensio
 

The. system would- structure the .means- for meaningful and continous 

information--flow-from farm-families through research/extension 

officers to research specialists and back again. Not just the 

behavior-and thinking of-farmers must be changed-,-but also-extension

and research personnel must modify their concepts and ways of 

thinking about the agricultural research and technology transfei 

process. 



Xecommendations
 

1. .Redefine the role of Senior Extension Officer,
 

providing regular opportunities for training in
 

agronomy,- exteznsion, research-methodology and data
 

grthering and analysis. Further, give SEO's the*
 

opportunity to fully participate in selection,
 

planning, and scheduling of the entire program
 

of training, demonstration and trial execution,
 

evaluation ana-inonitoring.
 

2. 	Redefine the role of Extension Instructor, providing
 

regular opportunities for training in agronomy,
 

research methodolgy, -and data-&thering and analysis, 

3. 	Allow SEO's and El's to have regular opportunities for 

actual face-to-face review of trial and demonstration 

results with research-staff.Priority,should be 'given 

to these opportunities for training and research 

critique even if it means SEC1.s and El's must leave 

their field posts for brief periods because the long

rui benefits will outweight the short run difficulties. 

It is more-'important -to have-well-trained,-SEO's and--ET

fully participating in an on-going research-extension 

-linkage-than-to-have-all fie-1d--s taff--continuous ly-on

duty not performing these duties in the most effective
 

manner possible. Training should be-done at NUC because
 

of the ability to provide the best facilities, 'and
 

instruction for training, while also rewarding the
 



SEO's and El's for their hard work by providing a brief period 

of comfortable 'accommodations and rest and -relaxation., -- Training
 

in data gathering and a analysis should be"the responsibility of
 

the ACRE U,.S ... trzaj;nedrural sociologist;r Sierra Leorrean- experts
 

in rural and experimentation such..as John Karima of Fourah Bay
 

College or Harry Turay of NUC, or an expert provided by SULSU.
 

The two former sources are preferable to the third,
 

Research critiques, the face-to-face interchange between 

the El's who now truly will be research/extension technicians) and 

research staff should take 'place at research sites on the 'grounds 

of NUC and at field locations in the fire zones. Thus, research

staff, particularly Sietra Leonean, should plan a regular 

schedule of field visits and should be ready to accept thi 

observations and conclusions of SEO's and El's as colleagues in 
.research/extension. 

Both SEO's and EW's should be provided training and the 

necessary instruments to carry out data.,gathering for. project 

monitoring. Essentially, this would be done by collection of 

weekly farm management information. This kind of information is 

-the most -crucial-i-a--project whch-.intends-to collect-information-on 

present agronomic practices and social and economic constr4ints, 

modify thes through-.their adapvation and through the*-introduct'ion of 

innovations, and test these modifications through research station 

and on-farm trials and demonstrations. 



S-o-SeTection 'of 'Contact' Farm Families' and Exi'ansion of 

Activities to Interesdte- Farm Families
 
The 'role 'of contact~farm families, has been modified
 

since the'design of the project' was complet'ed. Originally, 

300 farm families were to be 'selected, some of whom were to be
 

the-face 'ofresearch and some of whom were to be involved in
 

extending new varieties, techniques, and inputs to groups of,. 

interested farm fainilies 

Selection of contact farmers was actually structured 

and constrained by-the project design arid'earlier..*-sele t of: 

a"sample for the baseline socio-economic survey. .h&.irst.: 

delimiting of the universe of possible farm families.. came from. 

the Erojedt Paper and was the 'decision. to include-_'only five zones 

for ACRE activities. These were 'areos_roughly within twenty-fije 

mile radius of Njala, Kenema, Rokupr, Makeni, and Kabala. The
 

PP and-survey crite7ia then stratified this sample by agro

ecological zones, chiefdoms, and villages. Representation was
 

relatively equal between agro-ecological zones. Chiefdoms were
 

selected'at random within these'zones and villages were chosen
 

it andom within the, hiefdtomg. "opular"i--ensuses were 

iurriedly.taken in-these zones and,a random selection of farm,...

iousehold heads was made. However, the vigor of sample'selection 

was reportedly weakened-as enumerators replaced people whom they 

.ould not contact with others chosen arbritrarily or for personal 

:easons.. A sample of 1500 individuals, most of whom were farmers 

qas selected and. int-tVt-iwe-. 

i 



Later, the selection of a'.group of 360 farm families.. 

wa ma e.'Cnlc..' ,.reportedly occurred in
 

some zones because'esearcherds wanted-sefietion from the*illa'gs
 

a.d households -which-they- had-se:ectedfor -their surveyr' whilea-.

extension personnel wanted to follow their own criteria.
 

Village "selectionby extensionists favored villages to which
 

access was relatively easy and assured throughout the year'
 

because of -the neid' to deliver materials a-nd repeatedly- visit 

farmers and favoring larger rather than smaller populations. 

Individual farmer-selection, for extensionists, favored house

holds 
+. whose -. full-time.+ - occupation was . farming

.-. and - who had some.. . --- _--. - _-

.. -. .
.. +-

degree of- statire and-recognition -a-influenitial,in comriity 

life'-- -Eventually,
" _ " 360 farm'+ " families 

-were-selected-
'through the"- - _-" - -- "- • - •+

working out-of this-conf.ict.--Data on- al _cases -was not*available. 

to the-Evaluation Team,--but indications found within a 10% random 

sample of contact farm families .and in interviews withjextension 

staff revealed-that extension criteria were-"more generally applied 

than research criteria.
 

Betweri selection of the 360 and thd beginning of' 

activities-4or-the-we.season cropping-in-19l.., the humber_ of-_ 

contact farmers declined to 299. .Reasons for each'case of dropping 

out were-n'ot-avai-lable j--but they-were-reported-to inc-ude:" l)--some 

farmers- did-not haveaccess to adequate land; 2) some -farmers were 

disappointed to learn about what the ACRE program intailed compared 

to extravagant and untrue promises made by some of the survey
 

enumerators' 3)-;ome farmers left"are "from survey selection, did 



,
not fully or even partially dedicate their activities to farming;
 

4) bome farmers felt their state of health on-their advanced ago
 

would not permit them to participate; and 5) some farmers felt
 

that they did not have adequate financial resources to participate.
 

By the end of October, 1981, 289 farm families were participating
 

in the first .year's trials'and demonstration reduction from 299
 

occirred due to reasons just cited.
 

The principal change from the Project Paper is that all
 

of these households serve in the *same capacity. There'is no
 

differentiation between research farms and extension farms.
 

Demonstrations and trials are present together on many of the
 

farms, and all farm families play the same role of adaptive
 

testing, working with the El's. This lack of implementation.
 

of a project design feature apparently was cuased by a decision to
 

maximize farms available for tests and demonstration. There seems
 

no reason to find fault with the decision especially as the project
 

was .behind its implementation schedule in its first cropping'season
 

The principal difficulty in relation to farmer selection
 

.stems from the partially arbritrary procedures followed to date.
 

The project combines carrying out research and promoting extension.
 

Selection of farmers for research, using vigorous sampling,tech

niques, and for extension, using criteria based on'the need to
 

rapidly and effectively disseminate information and promote
 

innovation, are inherently difficult to combine.
 

There.As. a great likelihood and apparent need to expand
 

activities of ACRE by working with,and providing services for
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additional farm families. The Evaluation Team found,* at project , 

meetings -and at informalvillage,gatherings that the number of 

contact farmers could,_i-a_ minimum double iii the next cropping 

se'aaon.- Selecrton-shouldkbe-based primartly-on'-criteria 

-developed to promote the 'extension of'techniques and materials tc 

farm familie most likely the benefit from them and spontaneously 

spread them further in the 'population. Collection of data from 

the original and expanded groups.of farmers will, thus, lose 

vigor, but the tradeoff of heightened degrees of innovation
 

testing and introduction makes*biased selection imperative.
 

There is a need, though, to think about and test .alterbative
 

means for spreading the information and materials of the project.
 

Recommendations
 

I. The project -shouldreview the 'results-of working 

with--its-originally selected contact farm families 

and discontinue working with those, whether originally 

chosen for research or extension criteria, who have
 

not fully participated in the work of the project.
 

Z. 	Replacement of those eliminated and addition of
 

new contact--farm households -sould-consider the
 

following factors: 1) level of dedication, inte;est,
 

and capdbility-i_-farming; "2)-esp-ect_-among-fellow
 

village residents; 3) adequacy and nature of househ
 

hold labor force. (favoring complete family units and
 

-disfavoring these-who-have to.or are able t" have most
 

labor); 4).availability.of land representative of the
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project's major agro-ecolbgical zones; and
 

willAngnes. nd ability to spend iine *assistini
 

others in the village who!may.be interested in
 

testinr ACRE's varieties andtechniques.-- (Se--


Appendix 1.. for suggestion for a selection instrument)
 

3. Alternative means for the transfer of varieties,
 

techniques, and inputs available from the project 
Ito interested farm families should be developed 

and tested. These 'should include: 1) Increasing 

the workload of assigned cases to the El; 2) Increase 

the number of El's available 'to cover the same number 

of farmers as in the 'first crbpping season'; 3)" 

Recruit and train contact farmers judged to be" 

-succ-ssful- i.n using -the new-tecnoge and.capable
 

of working with ofher farmers by themselves (they
 

should work both in groups and.as individuals to
 

test both means); 4) Hold village or inter-village"
 

meetings using various means of education and follow
 

those with the distribution with a minimal change
 

-oi--mini-kitst-which -eacb-includeL-e~og mate-r-a3.-

and instructions for farmers to test new technolbgy
 

on their own while repeatedly monitoring the use of
 

the technology. Any or all of these means should be
 

tried either on an experimental basis (inwhich case,
 

o4mparability of results should be aided by sel'ecting
 

farm families and areas in which to try them according
 

to as vigorous criteria as possible) on as combined.
 



methods,. Controlling the,'application of'methods
 

and following experimental procedures would offer the
 

maximum opportunity 'for'learninig from the project for
 

Ifuture 'activities. Combining the 'application of 

methods would provide 'increasedlikelihood of 

technology transfer in a manner more rapid than the 

experimental design. For example, villages could
 

be selected based on similar ecological settings,
 

crops, accessto roads, population, ethnic group,
 

and age structure. In one village.* ACRE could doubie
 

the number of EI's and contact farmers. In the other,
 

ACRE could recruit effective contact farmers, ask
 

them.to work with neighbors, and establish some means
 

of renumeration. After a year, the spread of
 

technology could be compared and conclusion about
 

theieffectiveness and costs of alternative methods of
 

ACRE could also double the number of
dissemination. 


El's and contact"farmers, recruit contact farmers to
 

do extension, hold meetings, and distribute mini-kits
 

in the same village.
 

If an experimental aprlication Zf alternative 

methods is used,, the -- o* t could/emplo s U.S. 

trained rural,sociologist, it could recruit Sierra 

,- rira. survey and experimentationLeonean experts 

such as John "'.riu'o--' Fou h Bay College, Harry Turay 

of NUC, dr it cou.. ,et smort-term expertise through 

" 
the SUL'O r.ontract to manageNthe effort. The two forme 

means would be preferable. 



Purpose
 

The stated purposeof the project is "to develop-a crop
 

'adaptive research and replicable technology-delivery system

responsive to the nds-*f the rural small hoider
 

The achievements toward reachi.ng.t.he-Prjectu ro-at
the time of this evaluation were considerable.
 

1. Adaptive research on major food crops is being carried 

out by ACRE research.staff in cooperationlwith staff from the 

Njala University. 

A.reconnaissance of research trials in thefield was 

made by the evaluation team. The trials'were well designed, 

appropriate for the needs of the rural• small holder and well

cared for. Trials-+included soil management, rota-tion and
 

introduction of new varieties, of cassava, sweet potato,
 

apland rice, maize, cowpeas, pigeon peas and #ams
 

- 2. Adaptive research and extension activities in crop
 

roduction have been extended to 299 fami2es in the 5 areas
 

)f operation (1)Njala, (2),Makeni, (3) Kabala, (4) Rokupr,
 

5) Kenema. 

3. A system of technology transfer has been organized. 

-With-scheduledacivities and reVorti-svmtm.----hP AEr'P. 

prograq at present has 38 agricultural officers and instructors
 

-ibvolved in placing "demonstrations making farm visits and
 

"holding group meetings.
 

4. Trials-recen'tly completed in the five areas of operatioi 

indicate that the yields of crops can be significantly increased 
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by substitution of improved practices for traditinnal practices.
 

A combination of improved varieties, fertilizer usage and
 

weed control has resulted in from 70 to 100% increase in
 

production on most crops.
 

It is too early in the project implementation to determine 

the degree of impact which the transfer of technology will have 

on the small holder families.
 

Farm-level data collection and analysis has been initiated.
 

Data collection is focused mainly on labor and cash imputs
 

and yields of crops. The analysis of data has not to date
 

identified the cost effectiveness -of,the various practices
 

currently used in the adaptive research and extension trials.
 

The evaluation team found that there were cooperative.
 

research efforts between the ACRE project and the University
 

of Njala staff. This cooperation should be continued and
 

expanded to assure the linkage of university staff with
 

ACRE personnel.
 



Go(9al and. Sub Goals 

The rgoal of the proJect-as stated in -the project paper is 
to "increase 'small holder productivity and nutritional status". 

-- datfed'crop researcRj trials.1and demonstra-tion- ix-this8
 
project as weli as 
other projects reports by F.A.O. and M.A.F. 
have shown that, with improved practices, large increases in
 
yields of rice, cassava, sweet potatoes and maize are possible.
 
The evaluation team had the opportunity to view first hand
 
several trials which indicated excellent crop production
 
potential. The willingness-of farmers to accept new technoloky
 

and cooperate was consistently observed.
 

The major concern regarding increased,production lies with
 
factors outside the project, namely, the constraints of labor,
 
and credit to purchase fertilizer. Many_farmers are anxjous 

to receive fertilizer for they know it greatly increases the
 
yields of their crops. 
At present however, there is little
 
available credit to purchase the material.
 

The constraints of labor can only be relieved by an
 
introduction of intermediate technology  improved hand tools,
 
handtj-ranters--and-imorovad -' f--4q4p.. 

rurther labor constraints can be elfminatelwith the 
_intr-odiie of animal.power. There are 

... p w e r 
many social cultural 

•u 
 t ... 

and economic constraints which must be overcome before animal
 
power can become an important part of agriculture in Sierra
 

_P- 091 -e ex a - • -...........
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a 1s.A-r 



7 Beneficiaries--Key Socio-C~ltural and Socib'-Ecnomic Factors 

Innovativeness.
 

These two intangible yet crucial factors affect all
 

decision-making in the process of agricultural researcb and
 

extension promoting productivity improvement and technology
 

transfer. The first factor, innovativeness, is said to
 

have twoprincipal facets. First, small farm families are
 

thought of, by some people inside and outside:of agricultural
 

devblopment, to be resistant to innovation due to dedication
 

to.an obsession with tradition. This idea can easily be
 

refuted by .recallingthe major innovations*',adopted by
 

Sierra: Leonean farmers including the spread of cash tree
 

dops (coffee,-oil1palm-;-cacaoy" and inland valley swamp- and 

mangrove swamp rice cultivation. Sierra Leonean farmers have
 

shown-a-marked ability to innovate.
 

The other facet of innovativeness which is thought to 

limit its' expression in Sierra Leonean farmer behavior is the 

existence of institutionalized levelling mechanisms. These are 

Mde secre -o-ietieswhith- chaf-Erl- envy hrough .-soci-qTbups 

and witbhcraft "whichinvolves manipulating supernatural 

w.wers.Both of these -aim-to-ontrol the individual's ability 

to innovate and consequently "get ahead," in some way, of 

other members of the community. Neither of these was seen,
 

to be serious as limits.to innovation within-the population
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involve in-the ACRE roject.: One, expert-on -rural Sierra 

Leone social life commented that, in reality, the secret 

societies reward anyone who can get ahead by validating their 

economic status with a supernatural sanction. Witchcraft
 

contact faners-interviewed
was not evident as a factor. -All 

renorted that their neighbors had visited their plots and 

demonstrations, and not one incident of jealousy, channeled
 

into witchcraft was mentioned. This is not to say that it 

would appear to be aii insignificantcould not happen, but it 

check on innovativeness. 

The Sierra Leonean farm .familydecision-makers were
 

observed to be very rational when-it came to determining
 

the best use of their resources. They do not limit
 

production to some fixed consumption goal (the infamous
 

"backward bending supply curve"), but rather maintain 

risk aversion-as equal to or more important than profit. 

-maximization --The--ACRE-Project has-e ffect-ively- taken this

-into consideration through the compensation payment for the use 

-of- land and-l-abor-for-placilng and-maintenance-of-trial-and

:demonstration .plots on farms. However, future research and 

extension must constantly bear in mind the risks and
 

on farm family production. It i.
constraints which impinge 


-risky to increase labor requirements during peak seasons due
 

to limitations on availability of manual labor within
 



families, through exchange-mechanisms, or.on some basis of
 
hire or wage employment. 
It also can be risky to adopt the
 
use of ferilize 
 es,-or pesticides due to price'
 
and availability problems. 
The farmers of the Kabala zone were
 
apparently resistant to fertilizer tests, stating that their
 
traditional use of rice stalks for mulching was 
adequate
 
fertilizer-and that they did not want to become dependent
on something which added costs and uncertainty to a system
 
already difficult to manage. 
One more aspect of nationality is
 
the seemingly irrational ability of farmers to aroun
 
together t 
 rnmer
A position in marketing their 
-
products. 
There are four factors related to this problem.
 
First, fazmers lack-credit-institutions which offer rates-
of interest which permit the retention of some grain from
 
harvests. 
They areforced to borrow money at-critical peak
 
labor periods or rice at critical food shortage periods at
 
ruinous rates of interest from traditional village money
 
lenders. 
Theyaare often obligated to sell their rice below
 

7, Ilie- atrFas tn c- -- paymen .Secon _4fa 
are able-to manage to harvest their rice without any or too'
 
many liens onJit,-they.have minimal or no capacity for storaof
 
ajau iseLiL at generally the same time as everyone else in 
the area.. Prices are at their annual low due to this glut
 

of supply.
 



One solution for both these major and real risks for the
 
Sierra.Leo.ea 
farm form of cooperative association 

-Credit,, storage, -and marketing can be.done~by such institutions.
 
Unfortunately, the history of conraiiim 
 44. 41%. 
jaeone as in the rest of the developing world. 
Lack of managerial
 
skill, accountability, and just plain thievery have been the
 
principal causes for their failute. 
One common feature, though,
 
has been the imposition of organizational structure from outside'
 
the local c6mmunity. There is somd chance that an orgaiization
 

formed by a comnmunity, if provided with managerial and financial
 
training and 
not overloaded with outside capital, could-function
 
in--rural Sierra- Leone.--.However, an,-immediate solution would be to... 
provide individual or group storage technology
 

-..-- There exists no dearth of innovative -and rational farm 

family decision-mak~rs-in Sierra Leone., in general, and"famong " 

ACRE project contact farmers, in particular. What must be done
 
i1 toprovide-the c6nditions and technologies which make'-innovative
 
for imDroved production and productivity the most rational choice
 
of action available to the farm family. 
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7,3 Direct Beneficiaries
 

The immediate beneficiaries of the project.are the
 

Research and Extension,-staff and those involved in--project
 

-actrLvities.s,we,11 as .. the-new.t~chnology.
t~hse.who adol 


It is the judgement of the evaluation team that there
 

could have been many more contract "households" involved in
 

the project of the constraint at selection farmers at random
 

- had been,removed. 

Research and technology transfer should seldom be done at
 

random. Research'sites ±n particular should-be chosen carefully
 

to represent specific soiI taxomy conditions. The site
 

should be uniform and not subject to forces which might biasis
 

the information obtained.
 

Similar extensioiTdemonstrar2.on sires snou.La be as,reacily
 

accessible as possible. The demonstration should.be carried
 

out with a farmer who-is likely io give as full a cooperatior,
 

as possible. The cooperator should also be one who has' the
 

respect of his fellow agriculturists.
 

I2.4_.Indirect_Benefi .iaries.
 

. -Tdf-rectiificair-ibs "ot the project arealr -aynumerous,
 

and can be expected to increase. The extension project staff.
 

.has stimulated considerable.-interest in its work-in the zones.
 

Many farmers are asking to become part of the project.
 

http:should.be
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7Replicability of Project
 

Based on the teams observations in the field there appears
 
to be no question that the project is replicable-either in
 
Sierra Leone or in other developing countries. There is no
 
question 
 that the lack of credit as well as marketing
 

facilities are great constraints to the full development of
 
the project. Farmers have demonstrated a willingness of change
 
and are thankful for the opportunity to work with someone who
 

cares.
 



Economic and Policy Environment
I 

-Recent missions by IBKD ana Au experts-nave poinrea 

out.-the "various 'agriculturalsector,and constraints-which. exist 

in disincentives Sierra Leones fairly open economic syste.m.
 

The government is aware of the situation and there are various
 

proposals to alleviate some of these disincentives and
 

constraints.
 

At least three-quarters of the country's economically 

active population is engaged in agriculture.,' Agriculture 

(including fisheries and forestry activities) contributes about
 

36% of the country's GDP. The per-capita real annual income of
 

those engaged in agriculture is in the $100 to $120 range or 

approximately half of the country's estimated per capita income
 

of $250. 

Within the agricultural sector there is a relatively
 

equal distribution of resource access and income although these
 

are certain fairly pronounced regional variations of i.e the
 o'
 

Eastern regions soils and climates which are condusive to tree 

-cash-crops-provide a-much higher-income level for bhese-farmers. 

than most northern area farmers achieve. The northern area

-farmers are primarily engaged in shifting upland subsistance 

food.grain cultivation a much less reziumerative form of agriculture
 

bit-other options are limited, for the moment, at least.
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Total Agricultural production in Sierra Leone has neided
 

upwards at an average rate of about 1.5% 
or 1.67 per annum over
 
-the last decade. This, is slightly in excess--of the growth rate*
 
of the economically active agricultural population.and indicates
 
some productivity gai-ns. 
 However, total production growth is le
 
than overall population growth. 
While this has not yet reached
 
caused severe problems, the recent poor performance of the*
 
modern sectors of the economy, particularly mining, have,served
 
notice that the'country's.economic future .isclosely intertwined
 

with agriculture.
 

Government fiscal policies are not dissimilar to those of
 
many other small developingagricultural based countries. 
 Some
 

three quarters of government revenue is 
 caused from indirect
 
taxes (duties,. excuse taxes ,.export taxes burden does, however,
 

fall rat-her heavily on thi-
 seiFuuaarying -a-efytor 

disproportionate share of the country's tax burden. 
The effectiv
 

paid by farmers
 average tax rate, on tree crop produce has averaged 35%, .while
 
diamond producers carry an effective tax bur.den of much less
 
than 10 of income. (Diamonds are the country's major export
 
earner, the diamond areas are vlavine out however ani nri -44e 

.L... uua. prospectors--are -indlrectly taxed 
through the buying prices but still come out much better than
 
f!armers. DIMINCO (5177-GOSL.'owned) and'the 30or so large 
buyers/exporters are taxed at extremely low rates) 
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CONCLUSIONS:-


In general, the construction of the buildings was found
 
to be satisfactory and structurally sound. Most of the
problems found were of a finishing nature and correctible.

They will, however, need to be followed up to make sure

adequate corrective measures are taken. 
Some of the evident
.problems,specifically the paintings were.a result of poor
design or specification judgment. 
 -

It is strongly urged that a copy of the bill of materials

and specifications, and construction drawings, be furnished
 
to the Estate Engineer so that he can know what to look for
during completion of the remaining work on the buildings

and insist on corrective measures on work or items not in
 
accordance with specifications.
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These fiscal policies run counter to the 
government's
 

~goals of improving income and productivity of 
small farme
 

sa~ 


and in fact because the tax generated.
revenues from the ag. sect
 

-evidently exceed all government investments-in the 
rural areas
 

by about a factor of 200%.
 

Despite this the net return to labor 
in the tree 'crop
 

sub-sector is higher than the net rettKA 
to labor in the food crc
 

It is interesting to note that for-the 
last several
 

subsector. 


years the official government-buying 
price 'for rice has been
 

This is in contra
equal to or above the cost of imported 

rice. 


to neighboring countries and shows 
a positive policy step by th4
 

.GOSL. Nevertheless the actual price received for 
rice by farme:
 

is cut considerably by.buying agents 
fees, carrying costs,
 

planning
transport,*etc. 
Ao-if
 

Tie-r-es s-enR~reint wft --

producer prices on cash crops and to take 
other actions which
 

will improve farmer productivity and access 
to markets.. One
 

should keep in mind, however, that it will 
not be easy for the'
 

An educated guess

GOSL to"restructure its revenue profile. 


.,. 44-- MQnT. 4 asrious about increasing rural sector
 

Tnestmets --i-speciWally-thos

production and productivity.__(Hence 
the recent emphases on th 

a-nd rural 
7 large Integrated Agricultural-Developm-ent-Projects 


roads and the large increases in MAF budget 
allotments in
 

comparison to other ministries) while 
investments will increasi
 

the change in the tax profile will come 
fout only slowly and
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and reluctantly.
 

On balance one can argue that there are positive trends
 

in-the agricultural sector. 
The recent economic difficulties of
 

Sierra Leone caused in large part by the increased oil prices,
 

the drop in the mining sector poor fiscal management and erratic
 

swings in world commodities prices have on one hand partially
 

mashed-these trends and on the other hand made-it obvious to
 

at least the technical levels in ministries that the country
 

will become more than ever dependent upon its agricultural sector
 

as the real engine of growth.
 

It would appear, as well, that there is a.certain recognit
 

of this at higher .levels.- but the lack of flexibility in the
 

economy remains an in;1tibiting factor to releasing the economic
 

potential of agriculture.
 

Other positive po.LL& LC wZ menuioning. une is the
 

recent effort within MAF to identify all the constraints
 

farmers'face in marketing produce (price), transportation,
 

regulations, storage etc.) 
and come up with action programs to
 

reduce tuch constraints. This is 
a counny evide effort which
 

transcends the IADP projects Another is the MAF's recent nlans
.
 

6w jvm- uyuu -Lne aurs -rowara cruiLy integrated nationwide 

agricultural planningand services such as anational extension
 

service. ACRE or its predece ssor could play a key role in this
 

effort.
 

rhere are obvious management and administrative
 

problems within the MAP which will leaven their success and
 

slow progress  but these are problems which-car be--surmounted
 



over time. In balance the evaluation team feels the environmei
 

in which ACRE operates is supportive and condu4ive to long
 

.range Elsewhere in this report are
'success of the-activity. 


-more detailed,direct project related comments regardin ..
 

coordination between ministries, ACRE's relationship with IADPi
 

etc.
 

Despite the high marginal tax rates placed on cash cr6j
 
a
 

there remains from available printed evidencemonetary incenti,
 

on the part of farmers to engaged in tree cash crop agriculturl
 

It is important for the ACRE agricultural economist to study
 

the available evidence on the relative net zeturns to labor on
 

various cropping systems (taking into account such factors as
 

risk-averston-family food needs etc.) under present and improvi
 

practices, perhaps outside of the general ACRE program so that
 

decisions can be made on the direction ACRE research and
 

extension activities could take in the future.
 

ACRE, SULSU, MAF,.NUC and AID officers involved 'in thi
 

project need to learn about the longer range plans of the 6OSL
 
-\
 

toward rationalizing the MAF's activities. One potential tren
 

-which is likely-ta take hold is a-trendtowards"a national-

extension service; an integration of the several extension ser,
 

--in the IADP's--and other extension services.-.--The .forward.plann:
 

of this project should keep this in mind as it looks towards
 

integration of ACRE and/or its eventual institutionalization:
 



-reForeign and CashSD oF Exchange Flow) 

The foreign currency limitations of the GOSL .*p
ersons 

Sierra Leohe A qThiS d~llars. has been 

a problem for participants going to the U.S. for short-term 

training andfor other- Project personnel, trave1ing on-projea 

business in the U.S. The ACRE and MAF personnel receive per. 

diem rates ranging-from Ler5O to Le150 depending on their 

position level. These travelers leave Sierra Leone with US$50 

pocket money and contact SULSU immediately upon arrival in the 

U.S. SULSU then covers the cost of their per diem for the
 

entire length of stay and submits a bill to the MAP for
 

reimbursement. The MAF deposits an equivalent amount of leones
 

based on the official exchange rate to a SULSU account at the
 

Sierra Leone Commercial Bank Ltd. in Freetown. This account
 

which currently-contains.aboutLe 5,0O0_is.controllel.by-the.
 

SULSU Chief of Party and is used to defray local currency
 

costs of the SULSU team such as in country travel. Since this
 

foreign exchange constraint will not be aggravated by long-term
 

training participants who will receive their payments for U.S.
 

expenses direct from SULSU and not from GOSL per diem the
 

probe .s - su-fficientlvre--olzed ,under -hc Ulrr.san mbursmen 

system.
 

The GOSL contribution to project financing which comes
 

from PL 480 funds and directly from the MAP are deposited into
 

a trust fund account and transferred periodically to the local
 

~p~uet account at the Njala branch of the Bank of.-Sierra Leone
 



L a -emenzs or up to Le 100,000. This tranfer requires the
 
signature of the ACRE_.project director and the 'ermanent.... 
Secretary of the MAF. 
The -late initiation of the-transfer proce 

.due _to a lack of cash flow-projections and the: slowness with 
which the transfer itself is affected have resulted in serious
 
cash-flow problems such as late payment of bills and in two
 
instances ACRE borrowed money from NUC to meet short-term
 
obligations. A forecasting of cash needs by accounting personne
 
and discussion of the transfer process with MAF officials will
 
help to avoid future shortfalls.
 

The present staffing level of financial personnel within
 
'the project is inadequate. Initially it was expected that the
 
Administrative officer would perform these responsibilities
 
along wi h his many other duties. Besides overburdening the
 
Adminidtrative Officer (who has no training in accounting) this 
seriously weakened internal financial control since one individue
 
was both.approving and disbursing project funds. 
This situatioh
 
improved in 1980 by the establishment of a separate accounting
 
department which included a Chief Accountant, an Assistant
 
Accountaat_and an 
Accounts Clexk..-The posit-in - of -Chief---

Accountit was i-ffled by a Peace 
 Corps volunteer recruited 
£pecifically.for ACRE who had extensive experience in governmenta
 

--accounting.- The Assistant Accountant 
position is filled by a
 



---

person.'who-has studied accounting in Britain although a degree 
was not received. :The-Ac6Ounts Clerk*_has-hi6n-ci-deimic tra-ining 
in accounting but has several years-of practical experience.
 

...Unfortunately:helChief-Accountanleft. Sierra Leone.. inAril
.1981 and the position remains 
vacant. The remaining acgountin5. 
staff is so overworked with routine tasks such as cashier function
 
and payroll disbursements that there is no time to prepare

financial analyses. At evaluation date some basic accounting
 
records were several months behind. 
If the accounting staff were
 
.complete with a new Chief Accountant and included a second
 

Accounts Clerk the department would be able to produce useful
 
information for project managers. 
Individual staff members
 

should then be scheduledAshort term training, either in-countrv
 

or-external..-


The procedure for paying,the senior extension officers and
 
the. five instructors in each zone is to .have_a_NjalaACRE staff
 
member, usually someone from the Accounting office, hand-carry.
 

the cash monthly to each region. Signed receipts are then
 
returned to the accounting office. This payment method is both 

"ime-cdnsumingan&_weaE nternal cntraLOpening .-a payrol I 
Lccount in each zonal bank branch of the Bank of Sierra Leone 
would alleviate this problem. 
Payroll would then be transferred
 

monthly to each branch, withdrawn and distributed by the senior
 

extension officers. 
Those instructors for whom it is geographicall,
 

feasible to maintain individual bank accounts could have.their-


paychecks deposited directly to their accounts.
 



Thecost of providing electricity to ACRE buildings is significe
 

higher than expected. At present the generators belonging to ACRE

-are used,infrequently-as a back-up power source to the Sierra Leon
 

-Electkic Company (SLEC) which provides power to part of the ACRE
 

installation for up to.12 to 18 hours daily.
 

The fuel cost to electrify the present,
 

ACRE -facilities-with ACRE generators is $36 per hour since only
 

.one generator is needed to meet present needs. However when the
 

laboratory and seeddrying facilities are completed it will be
 

necessary to utilize a.second generator, thereby doubling fuel
 

:osts. Since-it is unlikely that SLECAcan provide electricity at a 

-cost lower than.ACRE's. own generators the annual cost of providing 

24-fhours "elec-tricity to-ACRE buildings. (ass'uming two generators ' 

are-used) can..be-estimated-to-be in excess-o 
$600,000. '*Giventhe" 
-gffitudeM f t er recurrent costs-it is clear that under presi 

budgetary conditions that the GOSL (which is responsible for'utilil
 

payments) cannot afford to provide 24 hourelectricitv for all
 

ACRE facilities. It should be pointed out however that it is.
 

USAID through the SULSU contract which must pay for electricity foi
 

the homes of the five SULSU team members. 

---. -.4 n cequ1s.uon-procecures ror removal-of 

inventory items from the warehouse will be necessAry to assure adec
 

control. WrequiSiti6n order must bsigned b...the Project Directc
 

Chief of Party.or one of.several other authorized persons,..After 

items are given out a-copy of the authorization is sent to the 

ou~uunring aevartment, However there--is not a ledger or inventory
 

control book which tells what the inventory.-leve--, is--or--wh-at--the. 



Accounting -Firm)
 

As required in the Project 
Grant Agreement an' accounting 

firm was engaged to audit financial records regularly. Besides" 

performing the basic audit procedures the firm should be contractec 

to provide certain management advisory services to help improve 
ACRE financial management effectiveness and to provide more 

timely and useful information to AID.and GOSL personnel 

monitoring project progress. A description of the scope of
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work for 'the,accounting firm,'s engagement may be summarized
 

as, follows:
 

I. 	R'eview-of all ACRE-funds disbursed annually.
 

2. 	Monitor the financial progress of the project and
 
in.particular the .drawingdown of funds from both
 
the 	GOSL and- the Agency for Inteiiiatiofal Devel0pment
 
sources. This is to be done so as to analyze the
 
arrival of inputs in accordance with the plan as
 
put forth in the project document and as amended
 
thus far by AID.
 

3. Assist in the recruiting/selection and training of
 
GOSL accounting staff for the project and the
 
setting up of a unified accounting system,
 
including liaison with the Project Evaluation
 
Monitoring Services Unit (PEMSU) of the Ministry
 
of Agriculture and Forestry.
 

4. 	Develcp and monitor a functioning capability 
within the ACRE Project whereby the Project 
Accountant and staff will review replenishment 
requests to AID and GOSL for compatability with 
subsidiary project accounts for consistency in' 
presentation and reasonability fo advance requests, 
if any. 

5 	 Review the preparation of project financial progre-ss
reports and examine these statements so as to help 
develop a functioning reporting system of quarterly 
statements for-project management.. 

6 	 In auditing the annual financial statements use
 
standard auditing techniques but additionally pay
 
particular attention to the provisions of the grant
 
agreement. The audit will include the direct
 
contribution of GOSL, PL 480 funds designated for
 
the -ACREprojectandUSAID fimds for commodities,
 

cos 	s the-extent pra-etic
-const-ruetion-and-cother 

AID 	 fiuds fo'r.techfcal ass-t-ance-and training. 

.7. Assist in the preparation of quarterly expense"
 
projections by input category for the next annv
 
period.
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-special Problems
 

The _official response of the ACRE Project Director to 

the involvement of the accounting firm which was engaged to 

review ,the..project's_ financial activities through December 31, 

1980 is in Appendix P The evaluation team shares the Director 

concern for increased emphasis on financial management and 

control.



Physical movement is in inventory. The warehouse operator who
 
has physical control of all inventory is the only 
erson who
 
knows what is in-stock. Establishment of a basic inventory
 
monitoring system within the accounting department will areatly
 
ennance control and yield planning information such as reorder
 

levels, excess inventory and stockouts.
 



The life-blood of the Adaptive Crop Research and Extension
 
program is the staff and the transportttion which allows them to
 
carry out their work with the farm families.- Without'dependable
 
transportation the project would lose much of 
ts effectiveness.
 

At"the time of the evaluation the present assignment and
 
rapid deterioration of project vehicles is of concern to fhp
 

evaluation team.
 

It was originaliy envisioned that five (5)vehicles would
 
be purchased for the use of the USAID'contractor team. Later
 
this was expanded to fourteen (14) four-wheel drive vehicles
 

and two (2) trucks.
 

'Unfortunatelythe USAID Agricultural officer-in-Sierra Leone
 
at the time of the delivery of the vehicles turned twelve (12)
 
of the four wheel drive vehicles over to the local staff, reservec
 
one.for use by the USAID agricultural officer and assigned one
 
to the Ministry cEAgriculture and Forestry. 
 When the remaining
 
project vehicles were assigned to personnel of the ACRE project,
 
each USAID contractor professional was not assigned a vehicle.
 

A re'view of the assignment shows that several non-field admin
 
istrative local staff have continuous access to ornipl-e

....---- u zrom rneir nouses to the proJet-. 
office and Njala area. 
At the present time the .USAID contract
 
staff have been forced to use-their personal vehicles for field
 
use and in several instances have had to cancel work trips because
 

of lack of transmortatinn
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This situation was discussed open and frankly during the
 
of
evaluation and the Diredtor/ACRE agreed to discuss the reassignment
 

of -vehicleswith the U.S. contract team leader. 
The evaluation
 
team feels this.should be done soon to help alleviate the
 

transcortation problem. 

Of equal importance is the lack of facilities for repair
 
and maintenance-ofvehicles." 
At best mo-st work vehicles -used
 
in the difficult terrain such as Sierra Leone have a life
 
of appriximately two years before major repairs 
are constantly
 
needed. Unfortunately those spare parts which 'were originally
 
sent with the vehicles are no-longer available. Several
 
vehicles,:at the moment await repairs befdre they can be reactivated
 

for proj ct use.
 

If.'the #projectis 
 to meet its primary objective of adaptive 
research ..and technology transferf the management 'of'the project 
(specifically, the' Director of ACRE, the contract' team leader and 
the USAID Agriculture officer must together-take remedial an4-in"
 

to solve the transportation problem.
 



q09 VA40.4 40&. 
Szrx.ia.,L- Maintenance and Operation of#04eis 

AID.-has financed fourteen FORD Broncos-and will be pur

-chasing a total of 70 small Honda motorcycles for ACRE. These
 

vehicle along with-GOSL'sseven- automobifl ass igned-tb the. 

project and the two ford medium trucks purchased by AID .are 

essental-.o project.-success.. The ownership of-these-vehicles 

should rest with NUC and five should be assigned to the contract
 

team.
 

Thus: far, the Broncos, which have been in country for
 

slightly over a year are in reasonably good condition. One is
 

out of service with a minor defect, the others are operating. 

Average mileage is 14P000,. Probable usage during th e next few 

years is 170000 miles a year per vehicle based on the fact that 

project operations are increasing. 

Thirty of the seventy Honda motorcycles are in country 

and are in use. Most are being used by the extension advisors 

in the'field locations. These cycles provide the transportation 

flexibility needed by the extension agents to do a good job.
 

Certain problems related to the ownership, use and maintenance
 

f-these- oorcycles -haveTh-croe. _. The- estate- engineer should 

carefully monitor the performance of the motorcycles and determini
 

tf.the present system-whereby-the extension agents putih e the 

cycles over a two year period and take partial responsibility for
 

maintenance needs modification.
 

T.hepr.ojectou.tputs and purpose-.are yery, depindent upon 

the',establishment and continuation of reliable and efficient



transportation. This' in turn is dependent upon the proper types
 

and 	numbers of vehicles, and proper use and.maintenance of these
 

vehicles. The project has yet to establish adequate-vehicle
 

maintenance capacity, although some efforts are now underway.
 

It is recommended that the AID Project Manager and the
 

ACRE Project Directo undertake to establish imporved vehicle
 

operation and maintenance procedures. As noted, certain efforts
 

are-,'already being made-in this regard but such efforts should
 

be intensifird.
 

The recommendations of a recent consultants report should 

be carried out-(The Niles Report). Plans and procedures plans 

Eor 	the use and maintenance'of vehicles should include the 

Eollo'ing. The evaluation team was unable to locate a copy of' 

he-'full-Niles report which probably goes into"much more detail
 

thaiTtlie iredommendations belo6w. 

Recommndations: 

Control and Operation of Vehicles 

.1. 	There should exist codified Driver selection, driver
 
performance and driver dismissal standards.
 

-2. 	Rules&of-use-of-the autos-by other-project and
 
gove -.peonn-sh14--be put.- -orth-.---

3. 	 The pr6ject should set standards of routine 
maintenance-by drivers. 

4. 	 The project should set-standards of vehicle 
operation by drivers and other personnel. 

5. 	The project should discourage use bf Broncos on"
 
shor t personal or job related trips and/or try 
to encourage pooling to aF6id ess-Ve-gas consuapt!6.

6. At least five vehicles should be made available,_without
 
recourse to the contract team.
 



Page 3
 

-7, 	Assignment of vehicles to individuals should be
 
gazetted.
 

-8, A-motor-pool arrangement needs to be considered.
 
Such 'an arrangemient can reduce operating costs.
 

9, USAID and MAF Freetown should return their ACRE
 
- V h 7clhato.ACRE:-


Maintenance of Vehicles
 

.0" Vehicle maintenance plans including periodic
 
- inspections of vehicles by Chief Mechanic and periodic
 

servicing need to be promulgated.
 

2. 	The project requires a properly run spare parts,

repair parts, tbols and consumables stocking and.
 
reordering system based on fairly high average use
 
rates and remote area operations. (Parts for Broncos
 
andilonda Motorcycles to be financed by AID. Parts
 
liStS developed by Mr; Niles defines-the most
 
critical parts)
 

3-.-	 The project-needs-an improved vehicle repair anC'
 
maintenance area including:
 

aY--work benches *and lockers

b) _repair tools (wding iachine, i.f[r- c-mpressor, 
jacks, houts, etc.) as well as small tools 

c) 	larger graded parking area (perhaps between
 
..	 seed drying plot and maintenance building)
 

d)- the maintenance building needs,an office with 
-- secured area (perhaps two bays of the shop

::-could be turned into office/storage) 

e)' 	the shop needs correct repair manuals and
 
:c:a-:lgue s 

)there shbuld --be an underground 'gasoline 
storage tank of at least 2.000 aallons nnn'trnIThd
 
-y-the es tite engiiee-r.
 

4. 	The-project ie-quires a repair staff of at least-one
 
Chief Mechanice, reporting to the Estate Engineer, and
 
two Journeymen Mechanics properly trained either in
 
country or elsewhere - reporting to Estate Engineer. 
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Motorcycle Operation and Maintenance
 

1. The present system whereby the extension agents
have to-bear much of the responsibility and a

considerable portion of the financial burden of
motorcycle maintenance will need careful monitoring.
If it doesn't work it will be a bone of centention.
 

2. The ACRE Maintenance Center should provide simple
operation and maintenance manuals to agents with
motorcycles. 
ACRE should provide a simple training

course which agents have to pass before they can
 
have the motorcycles.
 

iehicle Replacement
 

Fithout a doubt and even in the best of circumstances
 
certain of.the vehicles purchased by AID will be written off or
 
deadlined prior to the 12-31-84 PACD. 
 (Either by ACCIDENTS or
 
through continued use on rough roads). 
 The objective of the
 
Estate Engineer should be to get as much'good use out of the
 
vehicles as possible but by 1984,some of the Broncos will be
 

istd ver 120 '0001kilometers- and'wilT'be- 'Startinsto bo 

very expensive to maintain.-

The Broncos are extremelywasteful of gas and will'becpme
 

more diffic:ult to service overtime.: 
The Ford dealership in
 
Liberiavlrecently closed and most spare and repair parts will
 

have to be ordered from the US. The ACRE project should
 

itind-diz2Ton a- v ce-'suitable -for the'oug? h 'ord-condit iong-. 
(the Bronco is suitable) but also-reasonably efficient on.gas
 

(the-Bronco is not). Gas consumption is about a gallon every
 
ten miles or 30o a mile. 
Each Bronco will be consuming $5,000
 
Df gas per year.' (Less if gas taxes are bached out.) A vehicle
 

getting 20 mile to .the gallon will onlylcost half as much or
 
ibout $2,500, a-yeaz,--A..fewvehicles -to be-used just 'for campus
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need -to purchased. (Perhaps-2-4 small cars)
 
An ACRE vehicle standardization plan compatable to other
 

GOSL vehicle procurent policies-hould b.-established-_AID
 
should probably stay away from financing outombiles in the*
 
future since standardization-will be toward 
Eurjpean-o-

Japanese vehicles.- Standard vehicles will also provide for
 
easier and m ore direct local access to repair and spare Darts
 
-and -assure
better access 
 vumecnan3.cs.
 

While the procurement of US vehicles by AID in situations
 
which might help to stimulate a 
market is laudable in 
some
 
countries it is not-realistic In Sierra Leone where there is
 
absolutely no evidence-that US auto manufacturers have any 
in'teresiAn"e m-t lt'Is'even impossibleto'buy the
right cind of spark-plua for a Bronco in Sierra Leone - let
 
alone :any other parts.:
 

http:mecnan3.cs


Project Coordination and Management
 

The timeliness of input delivery, the appropriateness of
 

inputs and the value of outputs could be enhanced through improved
 

coordination and communications more 1lhands-on" management and
 

more frequent and-carefully articulated-project directives.
 

It should be said here, that the evaluation team feels overall
 

that despite a very slow start the oroject has developed
 

momentum and is now more or less on track albeit somewhat 

_over.a year behind schedule...The PP schedule was -unrealistic

in the first place so overall perhaps the project is a year
 

behind where it could be at this point in time.
 

The extengencies of getting this project operating have
 

forestalled putting into place many of the formal procedures
 

which can assist in implementation. Some elements of the
 

-project -are-progressi g-as-somewhat-informal-pro-edures-fdr

carrying out the same elements are developed. For example,
 

-procedures for the selection and placement-of candidates, for
 

long and short term formal training have evolved over time.
 

Aother-'example is the procedures identifying consultant needs and
 

getting a consultant to the field. Commodity procurement 

-- sa-far=and.fin-ancial .manag.ementr proceduresirave- not developed 

is'wanting. Other sections discuss these problems.
 

A key to improving some of these procedures is protect 

planning and internal monitoring. Each party_to the project. 

needs to improve their planning and monitoring procedures and all
 

n en more on certain matters.rnmmfneta$- frAauentlv 
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The SULSU contract calls for four basic documents which
 

can assist the.Chief of Party, ACRE and AID in project management.
 

These 'are 
an annual work plan and budget, an annual review of
 
project oerformance and-strategy_and-a final report which will 
suggest ways-for development (or continuation) of replaceable
 
delivery and cropping systems. 
The contractor is alsc responsible
 

through its evaluation officer for continual monitoring and a
 

semi-annual site evaluation lasting one month.
 

None of the reports described above have been produced in
 
a satisfactory manner. 
We understand that the evaluation and
 

monitoring work has been done in an informal way. 
THis should be
 

formalized.
 

We also understand that the Chief of Party and the ACRE
 

Director with.their staffs plan to write up an annual recort
 

ua pje acivities tnis year and will be developing a compre
hensive work plan to guide the direction and timing of activities
 
during 1982. 
 The parties will also monitor progress on a periodic
 

basis, USAID Freetown needs to check to see if these activities
 

are carried out as planned.
 

rheexecutive steeringcommttee-is the body-whichLprovides
 

or is expectea to proviae overall direction and guidance to
 

ACRE.-It is chaired by the-Permanent Secretary, .MAF, and in his 
absence by the Principal,NUe. This committee has met only three 

times since the start of the project (although it plans to meet 

November 18th) and unfortunately it tends to discuss items on 



3
 

which should have been fully staffed out prior to
salaries, etc. 


committee-attention. Duly MAF,NUC, AID and ACRE representatives
 

attend despite the fact that high ranking.officials
 

of,Jthe_ rirst: Vice President's Office, Ministry of Industry and
 

Trade, Ministry of Finance and Ministry of Economicsand Planning
 

are supposed to attend. The absence of the latter is perhaps
 

.no loss.
 

The next-level of committee is the Management Directorate
 

chaired by Dr. Taylor, ACRE Director, and-attended by the head

of research, the head of extension and Chief of Party and others
 

as required. This committee has met even less often than the
 

steering committee.- It should be refining and formulating
 

policy for consideration of the steering committee.
 

rlhe SULSU Chief Of Party should hold periodic-bi weekly
 

This practice is expecte-d to
staff meetingswith his team. 


start soon.
 

The ACRE director and the directors of research and
 

extensiLon should also hold periodic joint and separate
 

Actually there are many technical
staff and'technical meetings. 


and many meetings go
_leveL meetings, mainly_ofan ad.-hoc nature 


unreporoea. 
_


The-information to and-from all these meetings should 
be 

recorded at least-for a few months and such information 
should 

be-provided to the Director,-ACRE and the.Chief of Party 
for 

......~, mw~ IphrinA duirna which they can assess the usefulnE 



of the information for purposes of the project and moa.ry 

practices as desired.

and the Project Director needBoth the Chief of Party 
details.oZ-.aamn.rsar~vcassistance -in dealing with the myriad 

which diffuse their efforts.
 

provided an administrativWe-suggest that the Chief.of Party be 

assistant who does not (should not) perhaps be a new expatriate
 

but could be'an expatriate's spouse. The
under the contract 

general job description would be to-handle administrative 
details, 

no policy.. 

Director should have a deputy for administration.
The ACRE 

-Please note the following-which represents the situation 
today,
 

,The Chief of- Partkj--t.he Research Coordinator and the Extension 

ALkM UJuLWUUWL.still- report.-directly to_.MIP-kdvisor-would-all 

http:Partkj--t.he
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However, the Accountant, the.Estate Engineer and the Admin

istrative Officer would report to the ACRE Deputy Director for 

Administration. (Somedirect links to the ACRE Director-might 

still be necessary.)
 

-I'f somethingis't-doie the Chiefof"Partty -ana"the Dirtor 

will1 continue to be strangled in paper. Their effectiveness
 

can be .greatly enhanced by an arrangement such as proposed.
 

There needs to be a much more effective counterpart
 

relationship. In fact as df now there really isn't a counterpart 

for the SULSU team members per se except for Dr. Taylor and 

Dr. Hall. Qome'counterpart relatinships_can form organically. 

Some need a more formal setting. What ever is done needs to be done 

soon to counter this project weakness. More is said about this 

elsewhere. 

In.all one has_to..,bear in mind that ACRE.is going,through
 

a management shakedown at the same time it is trying to get
 

organized physically. Much evident progress on the matters noted 

in this section regarding improved communications (except the 

counterpart situation) has occurred in recent months. A unofficial 

work plan was approved. The steering committee is becoming more 

active -_.The Chief .. ty--s:i suming morjIzanagmen tasks, etc. 

Due to the uncertainties in terms of service which continue 

to-exist, ACRE has not yet been able to hire all the people it 

need to-do a complete job (ie, No Chief Accountant, for example.) 



The steering committee perhaps should be dealing with
 

this issue--but also it should be an issue carefully pursued by
 

NUC,. AID,.and ACRE some outside the steering committee. The issue
 

of terms of service may well be.one of.the -critical factors that.
 

makes or breaks this project over the long run. 

ACRE also needs to codify many of its operating procedures.
 

(See financial section also). The evaluation team'found extension 

agents who claimed they had no idea why 30 leones were deducted 

from each pay check. -(This to pay for the Honda cycles.) 

More careful determination of responsibilities and authorities will 

*be required at ACRE headquarters to assure a smoother running
 

operation. Aside from the need for an outside auditing firm to
 

bntinue to mcnitor the'project-the beefing'up of administrative
 

staff noted here in and in the financial section, more careful
 

-deination-of higher level-individuals responsibilities and 

authorities and really making the steering committee and management
 

directorate operational it may be of real value to use the.SULSU
 

contract to bring in an agricultural extension expert or an
 

agricultural research station administrator (someone with a dual
 

background would be perfect), to review operating procedures in 

muc r-oke--et; Th- Tuation7teamLdoes-noltsee- this recommendat 

as unduly critical; rather it is a recommendation'to help strbngthen 

,the management systems of dynamic organization undertaking an excit:
 

and complex venture in agricultural development.
 



Women in the ACRE Project 

The original project design stated that
 

"This project is designed to take special cognizance
 

of the role of women 1r.'agricultural development... 

extension workers will contact women and men smallholders.,.
 

women smallholders will be provided equal opportunity
 

for participation in the project...womenvill also be
 

given equal opportunity for training-and employment-

in the project and in associated government programs 

such as the MANR Extension Service... prospective
 

contractors are encouraged to actively recuit women
 

for staffing positions and project staff will be
 

evaluated against their success in seeing that women
 

truly benefit from project innerations and extension
 

activities."
 

Not much has been accompiasnec in relation to these "high

sounding commitments. In fact, only at the level of the
 

•Extensiohi Instructor have any serious accomplishments been made
 

with the exception of the engagement of part-time professional
 

nutrition-expertise.- Extension-instructors-were reported to 
-

have conscientiouslyworked with the entire family unit when
 

pr-oviding instructions for and working with farm families. 

The cultivation of some crops, notably cassava and sweet potato, 

is managed by women and EI's reportedly had no particular difficulties 



working with women on ACRE's program with those crops. The
 

ACRE project, though, if it.promotes the substitution of groundni
 

by sweet potato and cassava in rotations. may negatively affect
 

the economic status of women as in some regions groundnut is
 

their only source of independent revenue. The Nutrition program
 

held aworkshop in Mardh7 1981 and plans an expansion of its
 

activities as the project continues.
 

ACRE has not done anything toward training of women for
 

research, extension, or administrative positions. The evaluatioi
 

Team noted a strong bias against the idea of women in profession.
 

work in agriculture. The only exception was the work of
 

Ms. Sutton as a senior extension officer. Attempts to-recruit
 

or-train women in the project were not apparent. The U.S.
 

contract team is all-male. If they activel:- recruited women,
 

they did-not have success.
 

Basic assumptions were expressed by Sierra Leonean staff su
 

as "women inthis country do not want to work in (the field of
 

professibnal) agriculture," and "anyway women extension agents
 

could not survive rural conditions and they would have to work
 

with.men...who make all decisions about agriculture in the famil3
 

On person interviewed during the evaluation offered an
 

interesting perspective on this question. She is a paramount
 

chief near Senehan and she told the Evaluation Team.that young
 

educated women were not appropriate for extension work. She said
 



this was true because, to go to school, they would have .to
 

have been city-raised or at least urban-oriented. Asked if she
 

believed she could be a good extension agent, she responded
 

affirmatively. She could do so because she was used to hard work
 

and rural conditions. Asked if she believed strong young women
 

recruited from rural areas and trained to be extension agents could
 

handle the job, she responded affirmatively.
 

Cultural-and custom barriers to the inclusion of women in 

-develoment-exist in most areas."-It is, however, encofiraging to 

note that-coordinators of both the research and the extension 

programs expressed a deep desire-to develop programs which
 

address the agricultural production role of women.
 
During the evaluation the issue of the role of women in 

agriculture was discussed with ACRE staff,_ University of Njala 

.staff and personnel from the Ministry of Agriuiture and 

Forestry. It was agreed that the role is a complex socio-economic
 

condition which must be analyzed and dealth with. Perhaps.the
 

most important recommendations coming from these discussions was
 

that every effort must be made to develop the education of women
 

for aaric-itural development. Women should be encouraged to 

..see .univers.ty .training -in agricuiture an-.Decome-an intregal

pqit of the system for technology :transfer as well as research 

in agriculture. The project stiff must c6ntinue' to recognize that 

-women should participate in all aspects of program development 

and implementation. They should be involved in helping define
 

http:univers.ty


both the needs and the strategies. Women development and
 
*economic-self-sufficiency 
should be the.goals 
 Women need
 
iskills 'that are marketable and directly useful in their daily

-livess 
ACRE should-start, 
 w todesign-project


s which
 
involve women--i.e., health, agriculture, water, infant health,

nutrition, wood for fuel, food processing and storage and
 
*artisian activities. 
To the extent possible programs should
 
dragnon or seek to strengthen women's existing'skills and use "
 
resources/and materials which are already available.
 

Recommendations
 
1. ACRE should continue to encourage its EIs to work with whole
 
farm family units when conducting on-farm trials and giving
 
instructions.
 

2.---
ACRE should carefully examine whicn crops are the domain
 

for management by which people within farm families. 
 Substitution
of a crop for another especially if it worsens the position

of certain members of the family, should be avoided. 
A balanced
 
approach including, for example, rice and groundnuts would be
 
the kind of effort to be made.
 

- 3,-ACRE 's experience shows- -that male Els can work with women-
.on agriculturja-, innovation.. While this-is encouraging, it 
-should-not forestall efforts to recruit-and train women for 
proressional work in °agriculture on "an-equal basis with men,
P-rogress-to date-"a t -d-Aa favor-b! 



4. The Nutrition Program in the ACRE project should be 

continued and--strengthened as the area most specifically
 

related to women in the farm fami-l Itshould be treated 

equally with all other parts of the program in relation to 

access to vehicles and other project components necessary t 

carry 6ut' its program. 

A project proposal for the nutrition component is shown in' 

This proposal contains the research and extension.! 
activities to date as well as the needs for implementation for 

the next two years. 

The evaluation team recommends that this modest program be 

given high priority in the future activities of ACRE. 



NUTRITION COMPONENT ACRE PROJECT
 

BACKGROUND
 

The original.ACRE project'paper does*not include an explicit
nutrition component. The social soundness analysis does point
-out it is expected that j'spread effects will-stem directly fro
increases in food production, hence in consumption and income
 
for small families". 
The PP goes on to predict that on a
"collective level" (macro level) spread effects will stem from
"improvements in the -quality of life in the-rural and urban
 
sectors as 
incomes and consumption increase".
 

The National NutritionnSurvey of 1978 demonstrated that malnutrition is a primary cause of poor health in Sierra Leone
and-a- major reason why,-- in--some rural areas-,-as many as halfthe children die before age five. In Sierra Leone over 24% ofthe young children are cronically under nourished. Undernutrition, lack of sufficient calories and/or specific nutrienti
adversely affects mental and physical development, productivity
and the span of working years (life expectancy in Sierra Leone)
is 46 years), all of which influence the quality of an individu,
life and economic potential.
 

In Sierra Leone, the principal nutritional disorder is protein
calorie - malnutrition (PCM). Nutritional animals are alsowidespread. The snexgistic-relationship-between.nutritionand
parasites and infectious diseases results in a high incidenceof mortality and morbility. Women of child bearing age, who
perform between 1/3 and 2/3 of the agricultural labor, are in
an almost constant state of nutritional stress from repeated
pregnancies, prolonged lactation and hard physical labor.
 
In order to understand the complex causes of malnutrition in
Sierra Leone, and to plan for its control, one must consider
the inter-relating factors:
 

1) .production of foods;

2).. distribiiti6n. and marketing of Eip~p1*5~s§3) _processiig and conservation of-food stuffs;.
4) consumption of food; and

5)_ biological utilization.
=TheACRE project has been designed to-focuss- maly onte .first and clearly the most fundamental element, food production. 

Worldwide experience has demonstrated that efforts to increase
food production and income do not automatically reduce malnutrition as 
so improve food consumption by low income groups.
The-purchasing-power7-preparation methods---cul-ural preferences
and meal patterns, intra - family distribution, breast feeding
and weaning practices, educational level. seasonal fluctuations
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and family size are all critical factors within the consumption

subsystem. In'addition, certain strategies for increasing

agricultural production through larger farms and costly techno
logies have favoured the well off farmers at the expense of the
 
subsistence families who then often become landless labourers
 
with less control over their food consumption.
 

Recognizing all of these facts, the USAID Project Manager and
 
ACRE Project Director decided that consumption/nutrition aspects

should receive more attention within the project if the objective

of the Government's crop sector development strategy, "to
 
improve human nutrition," is to be achieved.
 

In late 1979 the ACRE Project Manager requested the REDSO/WA

Nutrition Officer to explore with Njala University College Staff
 
the possible development of a nutrition component. Accordingly

she met with the acting Head of the Home Economics Department and

other professionals to ascertain the interest and capability.

It was agreed that further action should wait until the Head of
 
the Home Economics Department returned to duty in February, 1980.
 
In May 1980 an outline of the proposed nutrition component

including tentative additions to the PP logical framework were
 
submitted to the Project Director and USAID. These proposals
 
were accepted with minor modifications. A supplementary budget
 
was not prepared because it was felt that the minimal costs for
 
preliminary activities could be absorbed by the project.
 

SUMMARY
 

The Ak";PE nutrition component's goal is to improve the nutrition
 
status of families in the'target areas, especially children and
 
mothers, through better use of local foods. Project activities
 
in the communities are designed to encourage growth, conservation,

and optimum utilization of a variety of nutritious foods within
 
households.. The nutrition activities are complimentary to those
 
of the research and extension divisions of the project. ACRE
 
nutrition personnel advise researchers and extension specialists
 
on nutrition considerations of their work and assist them to ensure

project-interventiors have a favourable im3-.ct on nutrition btaius
 
of target groups.
 



PURPOSE AW70 710A/ b4? 

In addition to contributing towards the overall project.
 

purpose, the nutrition component has two "Sub Purposes": (1)
 

to. strengthen the capacity of the nutrition unit of the Home
 

Economics Department to design and implement nutrition inter-

ventions including audio-visual materials development, training
 

of Agricultural Staff and Field workers and Food technology;
 

and (2) to encourage growth, preservation and optimum utilization
 

of a variety of nutritions Food within rural households.
 

The conditions that will indicate that the purposes
 

have been achieved (EOPS) are:
 

1. 	Nutrition considerations fully integrated into
 
all project activities.
 

2. 	Home Econdmics staff actively involved in food
 
- technology research and extension with the college 

and in the 5 ACRE zones. 

ACRE nutrition education materials effectively
3. 	
used by Applied Nutrition Extension Agents and
 
other Field Workers in the 5 ACRE zones.
 

4. 	Food consumption behaviour within 20,000 rural
 
households, especially young children and mothers,
 
improved with respect to quantitative and
 
qualitative aspects.
 

Little progress has been made in the actual achievement
 

of .thenutrition component purposes-.-. The most basic reaeon-for 

this is the short time (15 months) since the design of this 

element of the project was proposed. Since all of the involved
 

parties were engaging in a new area, a great deal of creative
 

thinking and dialogue had to occur in the preliminary stages.
 

Alternative approaches had to be discussed and strategies
 

• 	 . .. . .... . .-. °- -... . - The. ... many1 •crop varieties ..
developed-foi-chevement of objectives. 




be planted and harvested
 to be tested by the nutritionist had to 
All of this takes
 

and brought to the Home.Economics.Department. 


time, ,especially when feeling one's way 
in new territory.
 

A second element and the most important 
is the human
 

The ACRE nutritionist is the Head of
 resources constraint. 


the Home Economics Department and her full duties 
there occupy,
 

much of her time, although she certainly puts 
in many additional
 

There
 
hours and both ACRE and Department Affairs and 

teaching. 


no full time nutritionist on the contract team 
as there is
 

is 


The REDSO/WA (USAID) nutrition officer
 for other disciplines. 


as the nutritionist counterpart visits Njala 
and corresponds
 

with the Project staff as often as her schedule 
permits.. She
 

trips to Njala in the past 2 years for periods 
of 2-14.
 

made 8 

days. The research assistant, who will surely be 
on important 

contributor to the project activities under the guidance of 
the 

ACRE nutritionist was only hired in July 1981. 

While the current staffing arrangement is 
satisfactory

at this time to the nutrition component staff 
and should be kept
 

be made 
continuity, it is recommended that 1)provisionfor 

within the project for short term consultants 
to supplement the
 

existing personnel 2) a total of 3 
Research Assistants be hired
 

and trained in the areas of Food Technology, 
nutrition educatior
 

and public health nutrition and 3) 10 applied 
nutrition extension
 

agents be recruited and receive in service 
training in order to
 

accelerate nutrition education and food 
technology outreach in
 

the 5 ACRE zones, and 4) other Home Economics 
staff members be
 



authorized to collaborate on certain .project activities on and
 

as needed basis until the 3 Research Assistants are trained.
 

(For example, one instructor participated fully in the nutrition
 

education techniques workshop and could make a significant
 

contribution to further miner materials development).
 

The third factor contributing to the delay in progress
 

is the inadequate communication between those responsible for
 

..
the nutrition component and other ACRE staff. The basic reason
 

for this is unfamiliarity-with each other's disciplines. In
 

an "add on" and not yet fully
addition, the nutrition component is 


The three information
integrated into project plans and documents. 


sharing meetings proposed in the "preliminary activities" work
 

plan did not take place for a variety of reasons. The Anglophone
 

African-Nutriton Education.Workshop took more time and energy
 

e'wa's-deToted
than .anyone hi-d" nticipitead-conse'q-ntY ly'ii" 


to communications with other staff during it's planning and im

•plementation,- Unfortunately, the ACRE nutritionists did not
 

participate.in the ACRE First Work Programme Conference because
 

it coinbided with the First Week of the nutrition education 
workshop
 

the lack of regular staff meetings has reinforced the
Finally, 


uuw.rom a kj6relatve7 isolation-of nutrition srazz 


... Finally, one -.participant: " was selected
i " - .
implementation process.- -- -0-" 


and' .t.for year- training n nutritiEon without any information
-

to the ACRE-nutritionists. In addition, the research assistant
 

was selected without an interview by.the ACRE nutritionist.
 

It is recommended tha-t the planned review of the nutrition
 

component activities take place as soon as possible-wi-th-both



the research and extension divisions of the project. It is
 

also recommended that a representative from the Ministry of
 

Health, knowledgeable about nutrition, be included in the
 

Executive Steering Committee. It is suggested that the ACRE"
 

nutritionist continue to be included in staff meetings and that
 

these meetings be held regularly. Finally, high priority should
 

be given to the two nutrition seminars proposed for ACRE staff
 

and other relevant N.U.C. and M.A.F. professionals.
 



Proposal For Nutrition Component
 
_-of ACRE Project
 

-. _ACRE-Project Nutrition ...To_-improve nutritionstatus of famiLes.-.Subgoal; 
 in target areas, especially children and
 
mothers through better use of local foods.
 

Nutrition Survey: 
 The use of the very recent National
 
Nutrition Survey Report conducted in
 
1978 will be used as 
a base line guide

for nutrition status. 
 Small scale
 
baseline survey will, however, be
 
conducted to collect necessary information
 
that is 
lacking in the National Nutrition
 
Survey Report.
 

General Objectives: 1) To develop the Nutrition Component of
 
A Food Crop Adaptive Research and Extensior
System responsive to the needs of rural
 
small holders.
 

2) To strengthen the 'capacity of the
Nutrition Unit of N.U.C. to carry'out
detailed nutritional studies of varieties 
of food crops grown-in ACRE project,- .including nutritional analysis and consumer
 
acceptability studies.
 

3) 
To encourage growth, preservation, and
optimum utilization of a variety of
 
nutritious foods.
 

AcCIv2tles (specific-
 1) To investigate nutritional values of
*Oblectives ! 
 local as well as introduced foods.
 

2)_ To collect dataon local.methods .of
preservation and-ut-ilization_.of food-cra_,sT
including tecn6Iof-is.
 

3.) .-To study current-practices.and use-of
 
crops by different ethnic groups in ACRE
 
target areas, especially in relation to

diets during weaning period.
 

4) To collect information on food beliefs

related to particular ACRE-crops.
 

http:and-ut-ilization_.of


5) To' conduct research in preparation
 
of ACRE Food Crops for improved nutrition,
 
especially for weaning foods.,
 

6) To prepare recipes and methods for
 
processing ACRE crops and test locally
 
available and more sophisticated equipment.
 

7) To develop and test new recipes.for

preparation of ACRE crops and carry out
 
acceptability tests among consumers.
 

8) To conduct workshop/seminar for field
 
workers and group leaders oB farm families
 
on nutrition activities of ACRE.
 

9) To advise research division on crop
 
combinations, crop acceptability and
 
nutrient composition of different
 
varieties. (Advice to be focussed on
 
protein content and biological value but
 
other nutrients and total energy value
 
to be considered as.well).
 

10) To develop teaching aids and visual
 
aids for nutrition education and implement
 
a nutrition education program in ACRE
 
zones emphasizing special food needs of
 
various family members.
 

11) To demonstrate special techniques
 
of food preparation preservation and
 
storage to ensure a year round supply of
 
ACRE food crops.
 

12) To develop low cost methods of
 
food preservation.
 

13) To provide in service training for
 
extension nutrition work rs of ACRE.
 



Goal/Subgoal
 

The achievement of the nutrition component's purposes
 

together with the broad projectpurpose will undoubtedly con

tribute towards improving smallholder productivity.I The realizati
 
of"the subgoal, "to improve nutrition status of families in
 

target areas, especially children and mothers through better use
 
of local foods", through integrated research and extension
 

activities will be both a result of and a foundation for increased
 

productivity.
 

It is too early in the project implementation to accumulat
 

evidence indicating changes in nutrition status within the target
 
population due to research or extension efforts. 
 However, it is
 

felt that the planned activities can contribute significantly
 

towards the ACRE goal if they are effectively implemented.
 

The monitoring system will providedata with which to evaluate
 
the impact of project activities an consumption/nutrition status
 

of target families which is the true test of Agricultural Sector
 

improvements.
 

Overall, the evaluation team concludes that the design
 
of the modest nutrition component is appropriate and logical.
 
If this component is implemented in a timely fashion along with
 
other aspects of the project, it can reinforce their effects on
 
the productivity and nutrition status of qmA11hn1tq*-e 
fht,.ir4r 

its complimentary activities.
 



Beneficiaries
 

There are two categories of direct beneficiaries of the
 
ACRE nutrition component. 
The first group isthe 20,000 farm
 
families, women and young children especially, whose food con

sumption should improve in quantitative and qualitative terms
 
from better use of increased food supplies and income. 
A
 

positive changein food consumption will contribute towards
 

improved nutrition and healthstatus andultimately help'
 

reduce the high'morbility and mortality rates within this
 

vunerable segment of the population. Enhanced nutrition/health
 

status will boost mental and physical performance of these
 
families' members. 
In addition, successful introduction of
 
appropriate food technologies which save women's time and
 
labor as well as conserve benefits in terms of lessening woman's
 

energy expenditure and increasing food availability.
 

The ACRE nutrition staff are also benefiting directly
 
from participation in the project. 
Their professional skills
 
will continue to be enhanced through short and long term training,
 

association with specialists and financial/material support for
 

their research and extension activities.
 

Indirect beneficiaries will include other farm families
 
within the country who can learn from national nutrition radio
 
programs broadcast in the four major languages and who will be
 
better informed on family nutrition through outreach programs.
 

In addition, other ministries and PVO's who utilize ACRE
 
nutrition materials will benefit from the project. 
Lastly, other
 
ACRE staff with whom the nutritionists collaborate Will be
 

professionaly enricbed.
 



Preliminary Activities 
.for ACRE
 
Nutrition Component
 

.1. 	RBseline SurVey
 

a. 	Target.--60-pilot'- families- n-eachof:-
5*ACRE: areas. 

b. 	Interviewers: Home Economics.students (others if necess.
 

c. 	Supervisors: Mrs., Dahniya and staff
 

d. 	Information needed:
 

1) 	Specific foods currently'consumed by families in"
 
ACRE areas
 

2) 	Specific foods used for diet of weaning children
 
3) Methods of preparation of particular foods (legumes,


cereals and vegetables) and recipes
 
4) Methods of preservation/storage of particular foods
 
5) Technologies currently used for food processing,
 

processing, preparation, preservation
 
-6)- Food beliefs related to ACRE crops

e. Time Frame: March-April 1981
 

-fl-- Methods:
 

questionnaires
 

-observations
 

Hold meeting--to discuss nutrition-comninnAn- .nf.Ar
 

a.-:.role of nutrition unit in research activities..
 

b.-- role of nutrition -unit in extension-activities
 

joint ACRE seminar on nutrition considerations in
ACRE project with key project staff.
 
c 



3. Ordering/purchasing nutrition books, films, slide sets,
 
etc. for nutrition unit
 

a. prepare-list audjquantities-and prices" 
4 

b. order and receive" 

c.--organize nutrition resource center. for.-nutri-tioni unit 
and other ACRE departments
 

4. Nutrient analysis capability developed 

a. Information gathered on equipment/reagent needs and methods
 

b. Laboratory equipped to analyze:" 

- caloric value 

- total protein. 

- certain amino acids 

= iron content (?) -

- vit.' A content .(?) 

.calcIum..content (2).. 

Analysis of:
 

1)__nutrient values of varieties of ACRE.crops_
 

2) effect on nutrient composition of ACRE crops and
 
combination of foods of various methods of food
 
preservation/processing/preparationi'
 

a. Responsibility for laboratory - ACRE Research Unit/ 
- Nutrition Unit/Cl mistmryLaboratory 

a.. Trained--personnel- (perhaps. through_.United-Nations University)-

Purchase necessary local-and imp'orted equipment for recipe 

:esting - ... 

L. Local cookin /PreDaration/Drocessine eauioment 

P. .Imported equipment for processingipreparation/cooking.
 

5 



INPUTS #TP7es1,7A Paft'7 

To-date there bave-been four- catekories"-on-inputs within the' 
nutrition component:** 

1) Short-term_ technical assistance:' through the "internatiot 
'Nutritibii Conmtrnicatfon Servic-e>tEi Ministry of HeaIth 

Nutrition Officer and the AID REDSO/WA regional Nutritic 
Officer (counterpart). With the exception of travel 
expenses for the MOH Nutrition Officer, all services hai 
been payed through other AID funds or the GOSL. 

2) 	 Long and short term training: Training in planning and 
implementation of nutrition education programs and audic
 
visual materials design was provided through the Anglo
phone Africa Nutrition Education Workshop to the ACRE
 
Nutritionist and one Njala Home Economics Instructor
 
(as 	well as 5 other Sierra Leoneans). One participant

has 	started 2 years of .nutritiontraining in London.
 

3) 	Staff increase:' One nutrition research assistant was
 
hired by the project in July 1981.
 

e) 	Materials for research and education: One freezer and
 
a vegetable (fruit sundrying kit have been provided to 
the 	Home Economics Department by the Project for use
 
iu research._ A food preparation equipment list of
 
locally available utensils has been prepared but the
 
equipment has not yet been purchased. Prototype

nutrition education materials have been developed throul
 
the 	Anglophone Nutrition Education Workshop Funded by

AID/W nutrition office.
 

The 	inputs necessary for the next two years of implementation

is as follows: 

A. Personnel 

J-ACRE .nutrito t27-mox 150 (iu-iTe~ee 3,600 
-I-Research Asst-stant 24 mos x-270 
10 Applied Nutrition Extension Agents 2,000/year.,
___x._1.5 yr ea_x_10 
WILApplied Nutrition Supervisor 18 mos.x 300 
.. Short term H.E. Staff 30 weeks x 3250/week 

-5,480* 

30.,000 
5,400* 
1,125 

SUBTOTAL 45,605 SL 

$38,765 

B. Technical Assistance 

1; LIFE Consultant - 10days + travel 3,000 



2. 	 Seminar consultant - 10 days + travel' 3,000 

3. 	Short-te m technical assistance 10,000 
20 person weeks x500/week 

4. 	 Agriculture Course Development
 
20-days + traver--


SUBTOTAL 	 20,000.
 

C. 	 Training Costs 

1. 	Seminar for ACRE 


2. 	Seminar for ACRE/IAF and NUC policy makers 1,250 

3. 	Agriculture Insturctors Course'' 2,000
 

Agriculture 'Officers Course-	 2,000 

.	 Orientation for applied Nutrition Extension
 
Agents 4,000
 

SUBTOTAL 	 9,450
 

D. 	 Field Work' Expenses 

Survey costs 2,000

Analysis of Survey 10,000

Materials retesting and revision 2,000
 

SUBTOTAL 
 14,000
 

E. 	Matetirais ana Equipment
 

Food Preparation Equipment 400 
Food Preparation 'Supples .A0. 
Refrigerator--  600" 
Materials reproduction (.:isuals) -	 2,000
Reproduction and translation of tapes, 8 OL0 
Cf ssette -player hn id tteries 150. 
Cassette tapes ...
 200
 
Appropriate technology activity 5,000
Nutrient analysis equipment and supplies;. 5,000
10 motorcycles and parts for applied nutrition
 
extension agents 16,.000

JNutrition and Food-Technology Reference Books 3,000
 
Nutrition Teaching Mterials .2,'000

Camera 
 200
 

200 



Slide Projactor 200 
- Generator 500 
Slide-'ilm. and.ProcessingCosts' _ 300 
Art Materials 800 
Piper 2,000 
Office supplies 400 

- SUBTOTAL- 40,350 

Personnel 38,765
 

Technical-Assis tance 20,000
 

Training Costs 9, 450 

Field Work Expenses 14,000
 

Materials'and Equipment' 40,350 

SUBTOTAL- 122,565 

20%,inflation and contingency - 24,436
 
$I47,00* 

.*These tables are representative of toal expected costs for
 
the new nutrition element of ACRE. Further information
 
regarding who will finance what element and further refinement
 
of costs will be forthcoming subsequently.
 



Cfxtal itvitiss have occurred within the Nutritiosia ~~ng a ii~ 

the approval of tbe proposed activitiess 
2.: Prttye titla eftcation uatisla .kwrt..b.a.4eAs' 9npoteato an&. 

?Wvieed at the nutrito education wrkshop and a r*e4yforffxther 
sst~. b.. maerija are focused on'14rirt pobm are" aod 

ieVcua-gregnancj andsna di-iii fii&-i 

hylgieve) ad inolude flip charts radio scripts and spotn, and flazmel 

board sets* Each audio-visual material hs a guide for pOpeor and effec

timu us& 

2* The natrition oomponont baseline survey Is deei~snedw iM -theiethodoloa

Wypp6%Ood by the Rec aoi Co-ordinator. This survey which i. to be carried 
out in D c* 1981 - Jan 1982 vil p=ov detailed inforotion on the 

factors to be addrssed within the ntrition .6ponent ~n 'order.to plan 

effective ntton intervsntionso. The total SAMM1PZ, sie will be go. 
famlies I a9MLContact farmer families with 9 control familew In "aCh 

of the 5 AM Zonto Some baeline informatio will be =ad t establuh 

a systew to vonitor project impact an food,=nzpluO beoavior. 

2. ,,,it,. o Of ftw Zie otr e : rsaff 
have been impzvved. thzouWah Short tem trainin =d participation Ln &mn. 

feef as venl as through workin with otber nutrition- profassiona. 
Mei AMR Nutritioniat and one Howe Ecn=IosZnstrtwto7..participated ina

the 2 W'ei& Anglaphons African Re*50N4 lfutritiozrducion oeahoap. 
c
Dozing, this vo k*OW thes tvo staff sab=r' sa d e 

L " •_ " -, of nutrition education Pzoa -61-.tvzperimeeUsProftssee.,-: .. _-",... _ . ... --", " 7 '"7. 6-  ." " 

-trpFf.csSloa 

V nI= t t9- =_ i to rs.W iW tUrrpft*i ud poltia 
W mpport. to tbitition,f e~one~Ut& ta Luiaiin.I U 31tnthe develaystift of 

fts zntrition omponent, and establibwnt of linkages with other zutrition 

-be&- mrvided now challenginzg exp~der-41 tt b Mi 



I.o The process of consaciousunss raisin vith reapeot to the importance of 
utrition/onmiuption conalderatlons has begun vith other ACHE staff. 

The Project Director and Reearc Cow.odinltor in particular, have discuss.. 
nutrition factors and vorked vith Project Nutritionists to begin incorpo.
ating ntritional aspects into the project , The Projmct Dikmtor partici..

-pWed In portions of the nutrtion oduo~tion vorkshop and was specially 
mpresed during the presentation of Audio-Yisual Materials develoed for 

ACES* 

o Tests on cooking qualities and consumer acceptance of 0gava* owpeas
and sweet potato varieties have been done and results presented to the 
research staff invIlved. Guidelines for design of.tests and recipe deve. 
lopment are currently being prepared, 

6o Linkages vith other Coups active in nutrition vithin Sierra Leone and 
elswhere have been created. These Orgmizations Include CM3 Project 
12 , Catholic Relief. Servrioes Ministr of Health Nutrition Unit$ PAo/ 
WZO/OAU )vood and Nutrition Comission for Africat United 11atins*Univer.. 
0ity# Meals for millions (FVO)9 the International Nutrition Cocmncation 
service, and the League for International Food kducatioin (LME)o Some 
of 	these coups have provided consultants and/or advice and info~ation. 
Othere bavo proposed establisenent of firm collaborative ties for applied 
nutrition activitie. 

The future activities planned for Noveuber 1981 th.t. June 1983 are
 
_outL.ne -inthe attached . m -ao" 
 fhe hfghlijts 'are'a 
follovs: 
1. COultifued Cro_ Vartl Tests and Nutrition Recive DeveloTment. ' Recipe. 

vill be developed for .dequat, eaning foods using ACiE cereal crops in 
oubization with legum0s (opw,&tmxt.ed pigeon, peas)* In 

add.ition, recipes for complimentaZy protein dishs ui vegeotable protein 
Iouwoes will be 	tested Testing an crop vi-etiel will continue as 

ret i iiie tor ooking 'q-n3iti. 

2. meNutritionI ,,epl~ne iill becre_ out__-rvv 
 d 	 A-MjnAv d_ n--ulet 

1524 t planIntevrnyi-O7 Particular attontion Vill to paid to iproyl
Wpn C41?en_;torage, pr'eservation and processing tec ni,que.to,reduce 
aMiNn's tin, and enerSY expenditure and protect food supplies, 

http:opw,&tmxt.ed
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8. The flutrient A _lyeis eapabij~ and MnIMI 'ments will be asapnf-ed.,

A food toohnology speclsalist from LME Vill anlyv. 
 the euisting Capabi..
Zttie With the AMRE projeob anW ITC to carI7' out essential Rnutritiona4 
ulueS tests myV and Cooked food* Ihe o aa2tat Vili advis a Wftoceas 
"USIDnt OAn ChemIcale to be Purchased rA'~ Otaff traimi,, a Bn4vmumd. 

An 9 AM Wono (2) female a"nts win be &mai~ed to so".u~and Mlpezv~sed by the ACIM fttIonat-an iatea by- an applied Ml~tltion 
Vsazcivh assistant. This novgroup of field workcers will have an impor.

tant ftnotion to d~ieainat. nutiitian info:mation dmvloped vithin theACRE utrition caopnent-to fa= familiee# part-Iculaw~ly inothmr.6 Their 
Zsspoazbibltjgs wil lnclud. nlutrition education -outreach to grourps,
Schools, clInics and viila" gpsu uaing AMC rgipes and Stsrial

and bImonthly oci10CtIon of oonsumpuou 
 (Mnd nutritlen xtat) data for 
EItz'ita u22itazing @ytMn 
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INFRASTRUCTURE 

AID has provided some 750,000 for constructing primarily
 
for the construction of staff, guest and contractor housing and
 
for'the ACRE administrative complex. 
The latter includes an
 
office building, a research laboratory, a seed storage building,
 

a small warehouse, a garage/workshop and a small generator buildii
 
One guest house was built at Rokupr and another is being built
 
near Freetown. 
The total cost of construction will be at least
 
$2.3 million some si: 
hundred thousand over original estimates.
 

AID may fund some $1,150,000 or about 50% of the new total.
 
(See financial for details) (to our knowIlge cost overruns have
 
been financiable under the terms of the contract, however this
 
this point should be carefully checked by the mission ADO. 
 (See
 

Financial Section for Accurate Figures.)
 

Construction of the housing units has lagged approximately
 

twelve to fourteen months behind schedule. The administrative
 
facilities should be finished by December 15, 1981, (except,
 
perhapS, 
for some minor finishing work and grounds/roads work)
 

some five months behind schedule.
 

The delays in completing the housing caused some
 
disruption in project implementation, however, delays .infielding
 

the technical assistance contractor team kept this from becoming
 
too irritating. 
Recent speed-ups in construction work have enablec
 

the contractor to estimate completion of all buildings at
 
approximately 12/15/81 just five months behind the amended
 
;chedu~le but 38.5 months after the grant was 
executed, instead of
 
the eleven months after grant execution called for in the PP.
 



The project paper was vey-unrealistic as to the time
 

required to construct facilities upcountry in Sierra Leone.
 

In addition, all construction in the country was disrupted
 

and contractors were diverted to work on facilities for the
 

1980 OAU general meeting in Freetown. The foreign exchange
 

squeeze resulting from the large GOSL expenditures on the OAU
 

facilities caused widespread and severe shortages of constructio,
 

materials and further construction delays throughout the country

Also the design of ACRE facilities and the bidding process itsel
 

also took longer than expected so the contract was let much late
 

than originally anticipated.
 

Nevertheless, as noted earlier, these delays have not
 
been too-serious as other elements of the project have also
 

fallen behind schedule.
 

As noted construction costs have exceeded original PP
 
estimates by a ,considerable'margin. There has been a shift in
 

funding categories under the AID grant and the GOSL has-had to'
 

increase its local currency contributions to construction above
 

original estimates. It is not yet fully certain that these
 

shifts can beabsorbed within the original project cost estimates
 
but there is one leeway in other line items. 
 This will have to 

1r 01afully monitored by the ADO. 

The buildings were inspected by a REDSO engineer whose
 
report is attached. (Wil Scarborough has copy) The following
 

should be notedin addition to his report.
 



UTILITIES
 

Under specific terms in the Grant the 'GOSL is responsibl 

for providing power and water service for the project, In 

addition, under general tbrms in the- grant the GOSL has 

responsibility for supporting the project over and above availab] 

AID funds. GOSL financial support which has flowed through the 

ACRE project from MAF budget allocations has been timely and 

idequate-.' 

The projects electricity supply has been dependent upon
 

the.Sierra Leone Electric Corporation (SLEC)"which runs the"
 

generat6r at NUC.-. Due 'to inadequate transmission'lines,- the lacl
 

of dependability of SLEC service in.genkral, and the perceived
 

need -or continuous electric-service to protect the research
 

lab equipment and the seeds: in the 'drying facility and also to
 

provide 'dependablese'vice to senior staff and contractor housinn
 

ACRE financed the purchase and installation of three 147 KV 

Blackwo6d/Hodge generators -supportingequipment and & large 

Euel tank. The system has design flows which are now being 

rectif-ed, but even with a better set up the costs of running 

tfhese- generators -wil-b-prohtbitive. - ACRE--should -buy-as-much

alectricity as it can from SLEC and use the 'generators for standb 

(SLEC's-rates, by-the-wa- are way below".cost -o if the recent 

bF-recommendations that SLEC raise its rates to recover costs 

ire -utin effect'ACRE's power costs will increase. See Financia 

,e-tion for o5erati cost estimatd-'.
 



' 

The evaluation team suggest 'that ACRE should look to
 

ee. 1%AVn 4t-A rniad for electric power (especially in seed
 

Astorage and soils lab.uses) and try to buy as much 'of 
its power
 

fkromSLEC as possible*.
 

The stress on the NUC/ACRE water system is such that it
 

is almost certain-to break down several times during the current
 

If the single pump quits the entire 'system will be
dry season. 


-which could be weeks due to the-lack
 -.down until it is repalred,


-of repair "parts. 

To minimize the problem of interrupted water service NUC 

(2
and-ACRE should have-at least three-vatet bowsers on 

hand-" 


and I ,for ACRE.) - These bowsers ca.n-replenishthe' -small
for NUC ,-.. .
-


siamll tanks attachedtanks scattere-d around the-campus anf the 


to most.homes. A "t" siyle non-return valve could.be fitted to
 

the main supplying wiaf r to "ACREhouses.- ThE- bowser could pump
 

on the housing end of this valve.
water directly by hooking ,up 


In addition, rigid rationing for NUC/ACRE would be required, and
 

one or two additional water tanks-properly located tkight be
 

required. -In an emergency, townspeople, students 
and perhaps even
 

faculty and ACRE staff: would have to use pit latrines. 
(Some have. 

already- een.prepared. rs-temporary situaioniwould probably 

few weeks-as long as everyone is in the same
be accepted for-a 

U~~-'re. protect onfFW6uild. be poble. lileiowever 

There. should-a so be a: least-.two emergency pumps available 

These pumps should notibe used..except when the main pump is out 

of -ommision bu t--hey should be-given priodic tests. The 

-will be determined:-capa-eity-of: these pumps 



uver cne -onEgrun te entire IJC/ACKE water system.needs 

extensive rehabilitation and improvemenit. As short run, crisis 

adverting measures are being taken, the GOSL should also underta 

a study of_the requirements for water for the NJala area and the 

physical plant necessary to meet such requirements. This study 

should take into account water quality and should use best avail 

estimates-of the population and activities at Njala for at least 

the-next twenty years, Any system improvements should be built 

with an eye towards future growth of demand. Demand is somewhat 

controllable by water availability and water quality so the stud 

needs to take into account minimum and maximum acceptable levels 

of. service. 

The-GOSL should also provide NUC, ACRE staff.and AID a 

report- detailing .the problems and prospects of an EEC (FED) 

project which- was -was to (among other things) fund an improved 

water supply to Njala. 

To recount; the gross physical deficiencis"in the
 

present system include:
 

1.. inadequate pumpe capacity 

2. no redundancy in pump (one Dumv) 

.3 no.-spare.par-ce-ror pump 

4. inadequate operating procedures 

5.-no fine - filteri-n of-ivewater 

6. no water purification (unhealthy water)
 

1. overtaxed system overall
 

8. seriously-deteioriated water mains 

9.- -very inadequate-provision for emergencies 



1.insufficient water pressure,
 
11. severely overtaxed system at the "ectre ies-of servi 
12. 
 no real control over use and no system of user cha
 

based on actual consumption
 

l 3 .±niiadequate *system for fire protection, 
14. absolutely no standby capacity
 

These decifiencies are so pervasive that the system is
 
.;_ ~--.-._.

bound to give 'out and both NUC and ACRE will suffer.. The 'contr,

staff:morale will drop. 
 (Not to mention morale "of ACRE staff NI 
staff students and townspeople.) In fact a severe or prolonged
 
water- shortage -trigger student action of.some kind or another. . 

The Steering Committee must--appeal without delay to the 
.highestaiuthorities for emergency-mid-'range "and long range
 
assistance 'in providing adequate water 
to Njala.' "Without positi 
action, on- this it is'doubtful if-AID could expect a_"successful
 

outcome from ACRE.
 

The consultant mentioned previously should also estimate
 
costs of all emergency, interim and permanent measures worth
 
consideration. 
AID should look favorably on supporting at 
least part of the financial costs of all three measures, and fundat-_..__e.. . _. _ . . i eI -~r
 

available.- Just- if for no ther reason than the proj-ects' existenc 
will-.be--threatened- if- water- is. not available. 



:Buildings and Site
 

The eValuation team found that the 'buildings were in 
reasonably good shapt (as per Mr. Eldridge's report). However, 
there. are. a.few design fiows and/or omissions of work which need' 
correction. 'These are 1) the warehouse is too small and allows
 
no special storage for fertilizers 2) the generator building is
 
too small not properly ventilated 3) the site is not graded or
 

lanscaped 4) buildings are almost complete some road.work remains
 
and all work now contracted should be finished by year end. 
Of
 
such'a program is instituted on a regular basis, consideration
 

should be given to providing dormitory and classroom space to
 
extension agents and/or leading farmers obtaining specialized 

training at ACRE. This may not be obtainable in phase I. 
The total of miscellaneous utility and construction 

items unfunded (not including utility operating costs - see 
financial section) may be such that ACRE I could fund only a 
small part of such improvements. Careful priorities may have to 

be set... 



.AID Documentation
 

The project seems to be working quite well des-ite
 
spotty AID documentation'.... The Project-Paier isiiuite good" 
n
 
some respects and outlines a challenging and state of the
-art program; however-i- is lacking in such- thingsas 

detailed cost estimates, procurement planning and-other project
 
management considerations. 
The Grant Agreement is not the
 
most tightly written document in the world and the AID/SUVSU
 
contract is a poorly written document. 
One can note contradictions
 

in the Grant Agreement. 
For instance Section.5.5 does not
 
agree with para 4 of Annex A. 
Section 5.5 says "Grantee agrees
 

to establish the: Project as a Semi Autonomous unit with
 
strong linkages to the Njala University College and the
 
Ministry of Agriculture and Forestry." 
 Para 4 of Annex A.
 
states "Njala University.College will have principal
 
responsibility for project operations with the full coooperation
 

-of the MAF through the.Rokupr Rice Research.Station and the 
network of Principal Agricultural Officers in the areas of 

Project-'operation. 

The SKBSU contract leaves much to be desired and should 
perhaps be modifiedif such can. be-done-before-another. 

funding tranche-is-_idea"ailable. Dates-need to be stated. 
-The contractor needs to be held responsible for reports, etc.
 
The key main clause has not been enforced probably because theze
 
is a clause about housing which protected the contractor.
 



USAIDhas beenrvey remiss in not issUing basic or f:mlementation letters as called for in the Grant Agreement-and a&generally dictated by AD regulation. Two abortive 
attempts have~been made to structure.a PIL #1 but no PILs;have actually,been issued. 
While there is no reason to sus
the goodwill this project has will diminish,. AID should c3&the ground rules under which its -assistanr 4 .n A4 

through PILs. 

P1O/Cs,,-poI/Ts .andP/ps'are not always cleared by hos
=government and/or the'contractor. 
 It is in the best interes
of the project to. have all important PIOs cleared by each
party. and to assure copies 
 of all PIOs, 
 no matter how small,.
be forwarded to all parties and to REDSO/PDO and REDSO/WAACr
(as well as AID/W as necessary). 

AID-should also set.planning goals and monitor 
 IhaPeriodic basis. 
..... With the severe staff cons 
" .. 
 traint s thi hasth s.

tobekept to a minimum and could .perhapsbe handled by the A

with help from the PL-480 assistant.

• EDSO -ri-a-0REoSO ta o- -Ge-di-,.-----....---..
~ -.-. :a. c nsce* on toftodities
-(noted elsewhere)and 
a legal advisor should review the basic
- '-uiexits- Other REDSO staff willf eneede rom time 
- (P'roject officer,-me 

engineer) .-- There -is 'no doubt thatUSAI Freetown will have to lean a little heavier on RE.n

for ..
assist.an... 


-owever 
 , dc. the ultimate
 
responsibility rests wit 
 *haan
 

http:assist.an


Project Information Needs--Baseline Survey, Proiect Monitorin. •
 
Project Evaluation
 

Project design cai.±ea tor formative evaluations to be carried
 

out every six,months by the U.S. contractors, a mid-project
 

evaluation, anT 
an end of project evaluation. Information for the
 

exercises was to come largely from measurements of project
 

performance provided by pr6ject monitoring of activities and
 

changes in the participant.population from a measured baseline
 

of agronomic, economic, and social factors.
 

The U.S. contractor, SULSU, has been negligent in fulfulling
 

its agreement for six-month formative evaluations. Only one has
 

been carried out. 
Its utility was judged not to be outstanding.
 

The lnability of the contractor to carrvout-'this work impairs
 

ACRE management's ability to judge the accomplishments and
 

short comings of the project.
 

The mid-term evaluation has been conducted by a team of
 

AID officers from AID/W and REDSO/WA. We hope that it will
 

provide a useful assessment of the project.
 

Pr~Ject monitoring activities have involved thework of
 

ACRE project research personnel and part-time enumerators. Many 
'di;ficulti -arose -in relation-to-the baseline socio-economic 

study, the appropriate technology survey, and are recurrind
 

-under the extended socio-economic baseline survey. The prooiems
 

stem basicallyfrom a lack of understanding of the information 

needs for implementation and evaluation of the project. 

-oPib sinucuded:i) unrealiability of-Tffurmation due to 
/. 



biasing of sampling and misleading information supplied-by 

enumerators; 2) unnecessarily complex information 
requirements 

causing difficulties in use of the instrument 
and delays 

.

in analysis of-results;. 3) loss of credibility 

for the pro3ect,.*
 

as a whole due to frustration and d*sappointment 
on the part
 

of farmers when misled by enumerators and harried 
by extremely
 

tedious questioning; and 4) the reliance on farmer 
recall o
 

details of events in the past .including quantification 
of
 

information, such as labor inputs, for which the 
farmer is.
 

completely unaccustomed.
 

This project requires the on-going 
collection of informatioi
 

which must be both detailed and accurate. -It must be so
 

because the project is testing and promoting 
incremental changes
 

in farm management. Information generated will be used for
 

"deciding basic directions for agricultural 
development in Sierra
 

Leone in the future.. One-shot, aveely complex, 
and biased
 

-


,information collection does not meet this 
need.
 

The ppporttnity exists in the project for careful, 
accurate
 

This can be
 
repetitive, and detailed information collection. 


-

Ah -the.useof-a field-research-team-consisti-of.done .thw 


survey experts, research specialists, research/extension
 

officers,:and contact farmers,. working..together 
to determine
 

The best means to do this is I
 informatin naeds and meet them. 


have consultations between the people involved 
to find an effecl
 



way of 'collecting information., The reporting system could 

include farmer record keeping* EI record keeping, or a-combination-

Of both. Illiteracy might hamper farmer recrod keeping in the 

case -of-th-i ACRE-firmers. Inthaf-case =Eis-couid b rraine. to 

collect information on a weekly basis concerning labor organizati.on, 

farming activities, consumption, and exchange/sale by the 

farm-,family. Various standard farms exist and could be adapted to 

ACRE needs. SEOs could also be trained in managing data collection. 

Both groups could be trained to do preliminary analysis and coding 

of data. ACRE research staff and outside experts could be 

recruited to work in the effort but extension personnel should not 

e relegated to a position of mindless data collections:- Rather 

they should actively participate in the definition of data needs 

md in its analysis. 

Recommendations 

I1 Survey work, based on onetime complex questionnaires 

administered by enumerators recruited solely for the purpose. 

of the survey, should immediately stop. Inaccuracy based on 

lack of rapport and overly demand farmer recall by enumerators 

-and inrelevance- basd -on'lack of-inderstandig of the"rural

situation-by research staff are the causes for the need to ha
1..
 

•survey wor .
 

- Z. -Farm management, on rarming systems, research should be
 

the meL. • X bLIML 

.extension-personnel, research staff.
, and appropriate outside'

..experts-.should work together to provide reliable data through
 

http:organizati.on


weekly use of an-instrument which will provide data on all'
 

key.variables in the process of technology adaptation and.transfer.
 

3. Training in record keeping may be given to farmer if this
 

is judged feasible. In any case, data collection and Analysis
 

principle and-technique should be explained to all' farmers,
 

extension, and research personnel. If extension personne.l are to
 

collect the information, they (EIs and SEOs) should be trained
 

in data collection and analysis. Research staff should so all
 

necessary back-up work including coding, calculations, and
 

statistical analyses. Outside experts may be involved in training,
 

data collection, date analysis, and report writing. The ACRE
 

U.S. trained,rural sociology PH.D. candidate, Sierra Leonean expert
 

such as Dr. John Kapina of Forah Bay College or Dr. Harry Turay
 

of NUC, or consultants provided by the SUBSU contract would be
 

possible sources for experts.
 

4. Any data collection and analysis efforts, other than
 

the farm management monitoring operation, should do as much as
 

possible to involve farmers and extension-personnel in research.
 

At least,, the purpose and results of research should be made
 

clear to farmers and extension .personnel. If possible, researchers
 

should allow these people to participate.
 

5. The SULSU contractor should provide the six-month evaluati
 

reports called for in the contract for the ACRE project.
 



,~Z~'eA', 

Sierra Leone Adaptive Crop*.Ree arch'and Extension rroject
 

tPersonScontacted by the Evaluaion Team
 

Southern UnhiVerity.and Louisiana"State University (Contractor 

Dr., V.,.Hall - Team Leader 

Dr. J. Beacher Soil Scientist 

Dr. D. Tuthill - Agri. Economist, 

Dr. J. Henshaw - Tropical Food Crops 

Dr. A. Agard- Extension Agronomist 

ACRE Project'Staff
 

Dr. W. Taylor - Project Director
 

Dr.-E.- Rhodes--- Resfearch-'Coo±dinator 

Mr. E. Mammy - Extension Coordinator 

Mr. E. Lansaneh - Estate Engineer 

Mr. T. bawa - Field Assistant 

Mr. F. Ngegbeh,- Senior Agr. Officer 

Mri.-P. James t 

.Mr.- M.. James- P t.-I 

Mr. S. Kassibc 

Mr. J. Squire "- " 

Mr. E. Ellie'- Extension Instructor 

Mr. D. Wai 

.'r ..jabatie 

Mr. S. Lebbie 
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-' Fr"1"SiOn InstructorMr. F. Brima 

Mr. A. Basigbayei
 

Mr. A. Lakoh
 

Mr.. S. .arding
 

Mr. J. Lappia
 

Mr. A. Mansaray
 

Mr. J. Williams- S
 

Mr. F. Bangura I,

ti 

Mr. M. Bangura
 

Mr. M. Ngaima
 

Mr. A. Gassama
 

Mr. P. Jusu "
 

Mr. M. Turay
 

Mr. A. Lansana
 

Mr.* E. Sesay
 

Mr. A. Sandi 2
 

Mr. F. Kamara "
 

Mr., B. Momodu
.,,
 

Mr. D. Vandi 
_Mr. J. Momoh " 

--Mr. F. Harry-SillA h" . 

.- Research'AssistantMr. P. Kamara-

Mr. 'J. Tucker 

'Mr. D. Kamara 

Mr. K. Sesay " 

Mr. .M. Fornah v-

Mrs, -E.,Kp61".e "L "-

Mr. T. Winneh " 



-- -- --

Ni ala9 UiVersity c olg
 

Dr. -J--Kamara - Principal

J 

Mr. W. Kuvembeh ' Acting Dean
 

Mr --- e. N,.U,. C
Pyn-- Staff 


Dr. A. Sesay
 

Dr. H. Turay
 

Mrs. F. Dahniiya
 

Mr; A. Koroma -

Mr. A. Koroma
 

Mr. N. Kuyembeh. "'
 

Mr. D..Katewu -


Mr. 37 -Kamara
 

Dr. M. Dahmiya "
 

Mr. S. Kamara '
 

Dr. G. Nyoka
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kPPENDIX,o 

o~IA SAzOa~v 4 ~5I*__ 

USAID Contributions:
 

FY Amount of Grant 

78 $ 900,000 
79 1,270,000 
90 "165,000 
81 2,585,000 

$ 4,920,000 

USAID Inputs:
 
LOP Obligated Disbursed
 

Input Budget (9/30/81) - (9/30/81)
 

$ 403,100Technical assistance $ 3,737,000 $ 1,993,500 
Training 454,000 2 4,600 59,900 

741,000 1,218,000 512,300
Commodities 

1,152,400 720,200
Construction 735,000 


36,400
415,000 231,500
Support/Other costs 

$ 6,082,000 $ 4,920,000. $ 1,731,900 

GOSL Contributions: (1 leone = 85 cents U.S.) 

FY Amount
 

79 Le. 788,000
 
80 1,750,000
 
81 1,075,000
 

,. Le.3,613,000 
October -1981 700,000
 

Le.4,313,000 



NPPENDIX .- C,. 

LOP

Budget Obligated UnliquidatDisbursed 
 Balance
Technical Assistance 
 3,998ob6 1,99315o0 
 40311.0 
 l,590I4oatj

Training 

716 o 244f6ob 
 591996. 1841706

Commodities 

744694D 1,298 0oo 5 1213r 6 785 7ouConstruction 
 '115;va.. 1,1 5 2 r4ob 720 2 6 .432,2


Support/Other Costs 
 433.,,. 
 2 3 1 55h 361419 

I7o043j.e 4,920,0.. 1,731960 3,l188,108
 

: .188wA 
3AA 



Appendix 

Balance ci' 
ACRE Project Schedule To Compute Budget

Sierra Leo e 30, 1981Septemberthe Period Ended$,LwACX"or 

Budget

Budget Expenditures 


Balance
To Date
Amount
Category 


3
9OBJ88jO
"19000 28)8lI97

Salaries 


114?349516100 46L65805
Fringe Benefits 

619 0!4135088P6
754 00
Travel and Trans* 

portation
 

505J65527
579500 7.3,844.73Allowances 
646?44 4
 

93,400 2877576 
Other Direct Costs 


361j65 84 
445)200 835416 

Indirect -Costs 
63 40

630400 " 

Training T 3204472137Y 53700- 649 273 

TOTALS
 

Footnotes:
 

1) Schedule is a rfestatement 
of the September 30, 1981
 

of the Vice 
Quarterly report prepared by the office 

President for finance and business 
affairs.
 

the cash basis.is prepared on2) Schedule 
does not include expenditure and outstanding

3) e m 
eriod Octoberi, 1981 through
obligations for the 


November 11, 1981; which 
is estimated at about
 

$150,000.
 

4) Short term training cost is 
not included in the 

http:7.3,844.73


Appendix.
 

DIR/PR/210
 

26th October, 1981,.,,
 

Mr. Alex Dickie
 
AID Affairs Officer
 
U.S. Embassy

Walpole Street
 
Freetown
 

Dear Sir:
 
Auditors Review of Funds - ACRE Project
 

I have discussed with our Accountant the Auditors report on
 
the review of the disbursement of ACRE funds for the nine months
 
that ended in December 1979. The following are my comments on
 
the poor state of the records and the internal control at the
 
time.
 

I strongly feel that the blame for the unsatisfactory state of
 
affairs then should be shared equally between both AID and MAF.
 
The proper machinery should have been set up include a system of
 
periodic auditing of the accounts. This would have ensured that
 
proper accounting procedure was followed. As has been indicated
 
in the report the system of disbursement was one in which the
 
Admin. Officer who in my knowledge is not a wualified or
 
experienced accountant, "was both approving and disbursing funds
 
for the project". 

This unsatisfactory situation should not have been allowed.
 
However, since this was disbursement of Government of Sierra
 
Leone funds I feel that the auditors report should be looked
 
at in that light. As far as I am concerned, we have the reports

of the trials for 1979 and this will be useful to both the present

and future activities of ACRE.
 

The Director of ACRE was appointed in March"1980. During the
 
period March/December 1980 we have tried to initiate a proper

accounting system with the help of Mr. Spencer Bryan (Accountant

Trainer), and Miss F.B. Ngegba (Asst. Accountant in Training),
 
and an Accounts Clerk. I still feel that more should be done to
 
get more staff for the many important functions of this are.
 
Presently we are making efforts at recruiting a full complement
 
of staff to man the Accounts section of the Project. I am
 
recommending that more emphasis be put on the state of the
 
accounts as from 1980/81 Financial Year. 

Yours faithfully 

W.E. Taylor 
DIRECTOR, ACRE 

WET/"amb. 

cc: Wil Scarborough - ADO 
Charles Uphaus -Agric. Econs
Asst, Accountant - ACRE. 



'Farm Survey Form 

1. Name: 	 Dat'e :" 

2.Locationl 

3. 	 Family Labor* composition 

Adult Nales Adult Females" Children 

" .AcresFame ,o.of4. Crop Raised 

House 

Fields 

5. Labor- 'Family Hired Exchanged #,Days imount Paid 

Brushing, Felling
 

,LadPreparation
 

Weeding. 

Harvesting
 



60- What 'trials and demonstrations are bra peit 
 m ie ' 

f1oW does farmer interpret results to this point?
 
Does he know costs of labor/cash/material iinl,,A 4'.
techniques-being tested-or demonstrated?
 
Does he "plan to expand the use 'ofthe technique 'or
 
material on his own land next year?.
 

If so, how many acres'will he 'try?
 
Does he fe16: that increased yield will cover any 1ncreised
 

-week~s ?...F..WuJ- LUVe come ro see the plot .in the last two. .
..-
I .-


How did_they-assess 
 the "results?
 
pia they-sk-you anddi-faer
-
 orE.. e alfitmo 'toiVEt fues -or-materiinbTved
 

Did they- want-to 
 try the -.technique. or'material.on their5wn land ne-t year?
 

http:material.on
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8. When did you last see the Extension Instructor'?''
 

How often does*-he come here 'and workirwih 'yU On'the.-,,,
 
plot'(s)?
 

Who-did the'..labor- on -thes'e plotsbl
 

9.: What problem do you have 'iin relaton to improving your fa?
 



____ __ ___ 

Aam & Summary of labor force composition and crops grown 
in various zones of ACRE project 

Z 
Average house-
hold labor 
force composit-

..... ion - -acreage 

Crops grown 
in vicinity
of village 

Kind of rice' 
grown and 
average _ 

-

Crops grown ii 
multi-crop as 
ciation with, 
land rice 

1.67 adult male 
2 adult fe-

Okra, orange, IVS 
sweet potato upland, boli-

Maize, cassav 
groundnuts, c 

female 
1.83 children 

cassava, 
papaya, veg-
tables, man-
go, bananas, 
pineapple, 
coffee 

land 
2.9 acres 

sweet potatue 
benniseed, pe 
millet vegeta 
sorghum. broa 
bean, agusi, 
valgaril 

3.83 Adult male 
3.67 adult 

female 

Orange, 
coffee, 
cocoa, cola, 

Upland 
IVS 
3.25 acres 

Pearl millet b 
seed, broad b 
pumpkins, sor 

5.5 6hildren banana, plan-tain, sweet 
cassava, agus 
sweet potato, 

potato, 
coccaut 

oil palm, sor 

oil palm, 
cas sava 

4.67 Adult male Orange,' Mangrove, IVS Pearl millet,
 
3.17 Adult mango, Upland seed, broad b
 

female bananas, 3.58 acres citrus, cocoy
 
4.67 children plantain, sorghum, pige
 

cola, timber pea, groundnu
ROKUPR , 
maize
sweet 


potato,
 
______ ___ ___ ___pumpkin 

.5Adult male Sweet potato Boliland Cassava, pige
 
4.5 Adult cassava, oil Upland pea, papaya,
 

- f-emale- palm,_veg _- IVS_ . -....... rghbeaw 
Sbhildren- tables -Ctrus87.16-acrges -- en-iseed, pe 

- - ngo, maize millet, cushe 
coconut:. coco. _cowpea, maize 
yam, pine- lime, banana.

apple, sugar
 
cane, banana,
 
pumpkins, 
garden eggs,
 
cola, beans,
 
orangeT-cow

.
pea 


IVS- - .. Maiza, grounc2.2 -Adult-mae Ok7-,6ff--e 
2.6 Adult sweet potato Upland sorghum, pea3 

milletfemale cassava, coco-
KABALA 2 children yam, mango, 

-uavava. 3.75 acreac
 



-- --------------- 

----- ------ 

-- --------------- 

------------ 

-------------

------------ 

-- ---------- 

- - -

Summary of labor expanded in crop production in,
m-. 

various zones of ACRE project. 

Average
 
days per
 
in .harve 
by type
 
cultivat
 
source o
 

90 	famil
 
30 hired
 
12 hired
 
lands
 

39.2 fan
 
lands
 
70 famil
 
4 hired
 

48 famil
 
land
 

65 	 fami
42 	 fati13 

60 fami
 
rove
 
41.2 hz 
mangrove
 

3Tic
 
10 hirec 

land 
60 exch 

bolil 
70 	famiJ
 

land
 
hire(
 

ZONE" 

itTKtA 

ROKUPR 


MAKENI 


Average person days 

per acre in land 


--preparation by type
of rice cultivation 

and source of labor' 


37 	days hired labor 

labor 

swamp. 

11 days exchange 
upland 

20 days swamp hired' 

33.6 family upland-

-...KENEMA... 	 .. .--------------

14 	hire upland 


5 days exchange
* . upland 

1.11.46 	 hired IVS 
S.-------- -----

72 	 family IVS 

150 hired mangrove 

----------..---


90 family mangrove.
 

44.2 hired upland 
a------------------

10.5 exchange upland 


.2 exchange boliland 
---.---


25 hired upland"* 


52.5 hired swamp 


Average person days 

per acre in weeding 


by 	 type -of-----rice 

cultivation and 

source of labor 

18.6 family IVS 


33.6 family Boliland 

-.-.---.-------------

18 	hired Vs - .. 
" 

34 	family upland 


3 hired IVS 

3 
30 	 family IVS 

_ 

33 	 family IVS 

65 family upland 

28 hired upland 


-- ' -,,. -, ---
45 	 family baZt" land 

.37.5 hired IVS
 

-______.

_30 


20 Exchange IVS 14.5- " -- - - -- - -.--.-. family IVS- - -  7.5 exclIVS 

KAU. -:hired IVS . 5.exchange IVS-:- -23-.3 hii 
----------.-

74.6 hired upland 
-78 hired swamp 
22 exchange upland 



Instrument for. New-Contact. FarmersSelection 

The -fOllowing brief set of- question.-could- beuse4to 

for further ACRE Project Activities. select new contact farmers 
at the village

used with the key authorities
They should be 

They should preferably be asked on an individual,
level. 


basis, but if this is "not.possible, they can be 
one-on-one 

used in a group setting. 

First, you must get a list of all 
possible candidates
 

how many more contactThen determinecontact farmers.to be 

that village. If, for. 
add to the program from

farmers, you can 

example, you can three, then 
begin every question with 

"Who are
 

adfinish the.for an." 
the three best farmers in this-village 

Do not ask for more suggestions
 
question with the item below. 


that you have openings for contact-farmers...
 

Items
 
in this village?

the number best farmers1 Who are 
in this *illage?farmers

2. Who. are the #..most helpful 

dge~abld fedge~blejzfthis village?
3. ahOearhe 

° a z re r - = s t - dedicted ar-i-.ming..a.
Who- are thte--4' 
this village? 

the # most respected farmers in this village? 
5. Who are 

Who are the # wealthiest farmers' in this village?
6 



.ter recording answers, match answers to questions 1 to
 

5,.. Question 6 should be a check to see-if!wealth is the basic,
 

criteria for judgement of quality of farmers. If you are
 

faiIiar. with.the-candidates-for contact,-farmer=_Answer• the--... 
questions yourself. Count the frequency of mention of farmers 

in answers to questions 1 to 5 and -selectyour new contact
 

farmers from those most often named. 
Discuss your selection
 

with village authorities before notifying those selected,
 

incase the authorities want to override your choice.- If they.
 

do- consult your SEO. If they are approved, notify the new
 

contact farmers and your SEO. 
KEEP ALL RESULTS OF QUESTIONING 

STRICTLY TO YOURSELF AND YOUR SEP. 



DAM October 21, 1951 	 memoranc 
AW 	 Efear-Louiol 

"'S'UC Trip Report - Sierra Leone ACRE Project 

?t, uordon-1. Evans
 
Thru: Robert Payette


William Navlor
 

Dates: 	 October 20 - Abidjan to Freetown 
Oct. 21-22 - To N'Jala and Rokupr - Freetow 
Oct. 23 - Freetown to Abidjan 

:Participants:- Wilbar E. Scarborough, USAID/Freetown 
Dr. Vernon L. HallChief-of Party 
Gana A. Lanasanah, Estate Engineer 

(Assigned to ACRE Project from the 
Ministry of Agriculture and Forestr 

Louis . Eldredge, REDSO/WA Engineer 

Purpose of Visit: To inspect progress on construction of 
-buildings- oompleted and/-ounder-c-naruction as a 
or--the ACRE Ptolecti-financed with-ID fund -_ 

Itinerary:
 

Tuesday, Oct. 	 20: _ departed Abidjan at 21:15 arriving a 
Freetown airport at 2215O. With my usual good luck, whic
 
to follow me wherever I go, the lengthy trip from the air
 
to the hotel in the city should have been no surprise. 
Shortly after th(_ferry leftthe pier from the air-port sl 
it developed steering A--' engine problems. After about 
hour of ziggiz~g and zagi;j, going forward and backward, 
they finally called for a tug boat to come and tow it to
 
destination.. 	 I arrived atthe hotel after 03:00. I 

wednesyI-Oct. 21: -Wllbur-Scarborough--th - USAID-Proe 
Manager for the ACRE Project,-picked me up at the hotel 4 
07:30, and after-a quick stop -atthe EMbassy to casW a c1 
we vere off -toISJala. We arrived at N*Jala Agricultura 
Research Station,--and site of the headquarters for the AC 
Ptoject, at abou;fl:00. An introductory call was made 

Buy U.S. Savings Bonds Regularly on the Payroll Savings Plan 
(REV. ?-Ni 

**A rpPMNM"0-ti2 
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-D. Taylor, Project Director of the ACRE Project at which
 
the purpose of my visit was explained along with the proposed

schedule for the Project Evaluation Team's visit the following

week. I was also introduced to Dr. Vernon Hall* Chief of
 
Party for the Technical Assistance Team from So.Louisiana Univ,
-ad-Mr. Gana A-. Lanasanah, the Estate-Engineer assigned to
the ACRE Project from the Ministry of Agriculture and Forestry,

b2th of whom accompanied us on the remainder of my inspection 
_our _f the.facilities at NJa1a-and Rokupr_.__Each building
-at-Site II listed below was individually inspected* all-of 
which, except for the Administration block, are not yet
finished, but are nearing completion.- Individual comments 
on their construction status.will follow in the Inspection
Report, attached. We then inspected a representative sampling
of the Site I buildings. As these residences and rest houses
 
are complete and most of the residences occupied, we didn't
 
inspect each and every one of them.
 

At Site III, the 16 one bedroom houses were still under
 
construction with final finishing work still in progress.

We visited the punping plant which supplies raw river water
 
through an existing elevated storage tank to both Site I
 
and II facilities, and discissed its-operational problems

aid needs with various Research Station officials. We spent

the night at one of the rest houses. It proved to be a very

comftable-and-well- cons tructed-faciity. . 

Thursday, Oct. 22: We departed NlJala at about 0800 and
 
arrived at Rokupr Rice Research Station at about 1200 noon.
 
kftcran. introductory -visit-with theEiAesearch Station Officials 
we inspected the ACRE Project rest house, which is located
 
adjacent to the Research Station rest house and facilties.
 
Upon concluding 'ourinspection, and partaking of an excellent
 
picnic lunch brought by Dr. and Mrs. Hall, Mr. Scarborough

and .myself departed for Freetown .arriving there about " 
5:30 p.m._
 

Fridby Oct. 23: I met briefly with Mr. Scarborough, Mr.
 
Charles Uphaus and Mr. Alex Dickie to pick up copies of the 
A&E contract and the construction contract bill of materials 
and-construction specifications to use in comparing the 

~ it was 
aed-essary-to-catch the 0800-bus to the airport7-I was unable 
to visit the rest house building under construction in,Freetoum
y.-flight left Freetown Airport at 1100 and arrived in Abidlan 



ACRE PROJECT FACILITIES
 

N'Jala: Site I - (20 buildings)
 

-8) --'three bedroom residences
 
(2) - four bedroom rest houses
 

(10) - two bedroom residences
 

Site II- (-6buildings) -

Administration Block
 
Seed Handling Block
 
Soils Laboratory
 
Stores Warehouse
 
Maintenance Centre
 
Electrical Generator Building
 
_Open Seed Drying Floor -

Site III - (16) - one bedroom residences
 

Rokupr: (1) " four bedroom rest house 

Freetown: (1) -- rest house (under Constructan] 



Inspection of Buildings at the ACRE Project Sites of
 

N'Jala and Rokupr, Sierra Leone, October 21 and 2271981 

FINDINGS AND COMMENTS
 
ACRE FACILITIES
 

N'Jala: . - - Site I.- All 20 buildings are complete and 

most them occupied. Construction appears satisfactory 
irith no major problems.
 

floorThe-contractor-has had to re-lay-portons-_of -the PVC 
tile due to *bleeding" of.the mastic cement with which it
 

This problem was found in several of the buildings
was laid. 

and mpy be the result of use of defective or improperly 
applied mastic cement.
 

Another defect is in the use of emulsion paint on the 
The use
underneath of the eaves and on the garage ceiling. 


of this type of paint on the exterior surfaces in the damp. 
should not liave been specified. The paint is already
climate 

surfaces and in addition to creating ascaling off the3se 
nuisance, it will allow rapid deterioration of the wood
 
surfaces.
 

A related problem pertaining to the water system has resulted
 
being pumped into thefrom use of raw river water which is 

-syatem..tiithout_ any- filtration-or-treatment .. Attimes, . the 
river water is very dirty and carries rather large amounts 
of .heavy debris and sediment which rapidly clogs the valves 

'and storage tanks in the individual houses. It is recommended 
that some method. of filtering or screening be arranged to 
eliminate as much-of this as possible. 

was noted that the ono engine-powered pump used forAlso, it 
pumping the water is being operated for long periods each 

-day with no stand-by unit in case of break-down. A second 
pump should be available, not only as a stand-by unit, but 

to be used alternately with the present pump to reduce its 

overloading. It was reported that two new pumps had been 
system, but have not been deliveredordered for the water 

on their status.to the station. Mr. Scarborough was to check 
supply of ater and electricityIt should be mentioned that the 

facilities is the responsibility of the GOSL and
to-the ACRE 

_ ...L . -ZJ L. x .. r; 

This two story office'Site I.- Administration Block: 
building- is complete and functioning-The only-present 
problem is inadequate water supplir pressure due to too small 

A new line has been surveyed-and planned for
*-vupply pipe.-
-the.future istallation. 
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Seed Handling Block: Complete, except for installation
 
of related refrigeration and drying equipment. 

Soils Laboratory: Internal benches and testing facilities 
S-arebeing constructed._ lectrical wiring and finish work 
is yet to be done. Present construction is satisfactory.

4, 

Stores Warehouse: Complete. However, the design of the
 
-waI-la. have- areas- where-large -openings -could-llow wind
'driven rain into the warehouse'ahd cause-damage to items
 
in storage. Also, there is no ceiing under the aluminum.
 
-roofing which may cause the warehouse to become very hot.
 

Shelving should be constructed so that small items could be 
stored more efficiently. They are now stored on the floor.
 
Also, the large appliances and equipment should be stored
 
on pallets to escape the dampness on the concrete floor.
 
.It was noted that thb concrete surface of the floor was not
 
smooth or even and was fairly loose and sandy. It apparently
 
was not cured properly or lacked proper ratio- of cement.
 
It will deterioratie rapidly under heavy equipment use or
 
dragging of storage supplies.
 

Maintenance Centre: 'Complete, except for access ramps to
 
theuildig The _steel__1l-updo~rs ae -veryight and 
-some need rework of the side guide rails to permit proper
 
operation. Also, they do not make an even contact with the
 
concrete floor due to its uneveness. .Concrete thresholds
 
are yet-to be installed.
 
ElectricalGenerator Building: Complete.' Modifications
 

to the existing outer wall will be necessary to allow ade
quate ventilation from the diesel powered generator engines
 
and a heavier support is needed to adequately anchor and.. 
support the engine exhaust pipes. The equipment installers 
are presently working on these-problems.
 

Site.III - The 16 one bedroom residen ces are nearing 
:C€pletiono7-Therewere no evident problems- at this site. -

ouv -The'four bedroom rest7house is complet'except
 
! ohnnection of electrical service from the power soarce.
 

L-%Th ,.n.n.-f4,evn w anhodni for amnoletion next week.
 

?thera-were a number-of finnihing problems evident at this
 
[site, perhaps as a result of this one building being
 
"oistructed-sb far from the-project center and-the resulting
 
lack of continuous supervision by project personnel. It was 
-reportedly constructed by a sub-contrhctor other than the 
one const ctnTg-the-hous-e* at N'Jala. 
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A more serious problem was discovered in checking the
 
batten strips on the ceiling. They wera full of termites 
and had left a pile of sawdust on the bedroom floor. Poor 
.qualityLuntreated wood.had been used. Other evidence of 
similar possible termite infestation were indicated through
oft the building. It is recommended that a thorough
 
inspection of the entire building be made to see if the
 
£tu~cural=-timber .v tiLcuarly-in the rQof _structeurewas _ 

tre-ted according- to the-specificationsand all-affected 
timber be removed and replaced. 

Other items noted were: 

- paint peeling on ceilings and skirtings (wood not 
..cleaned or sanded before.painting.)
 

floor tile improperly laid (bleeding and buckling.) 

painting- work throughout poorly done,.no sanding 
before or between coats, application of required 
three coats. is questionable. _ , -. 

-window sills not tapered to drain off accumulated 
-water ..
 

window screens improperly instalied ,- Strip at bottom 
.traps rain water forming a pool and side strips not 
nailed- securely.., 

air Conditioners not installed on a.Ioe--to allow 
drainage of water
 

,concrete ledge- ver-windows (outside). ot. sloped 
outward. - Water is trapped next to-building an'd water 
will seep through the walls. 

cave strips not painted properly or with number of 
-coats specified,. . Paint peeling off already._ 

eave. filler-blocks not installed under aluminum 

'tdr-be__Chcked on- all buildings at Jhala also. I_
didn't specifically check for this at the time of 
my- inspection theze.) ._ Also, -the roof-facia board.._. 
• id not close-up-to- the-aluminum roofing adequately 
onm-the ends--of - the building.

http:done,.no

