DEVELOF’M ENT AI_TERNATIVES INC.A"

1823 JEFFERQON PL.AC! NW
WASHlNG'I'ON D.C. 20036

. TELEPHONE:
202 833-8140

INTERNAL EVALUATION OF
PROJECT NORTH SHABA

' CAal.: ADDRESS:

D EVALT

L rLEX:
440109 DAI Ul



eV O A TR TR T R

(INTERNAL EVALUATION OF PROJECT:NORTH SHABA'

prepared by

Albert H. Barclay, Jr.
~-“Roger'J. Poulin
- ‘Merrit W. Sargent

‘Wovenber 1980,



TABLE OF ‘CONTENTS

PREFACE + &'+l s .o e s e e e e e e eryes A

CHAPTER ‘ONE "+« ¢" e e s i
INTRODUCTION |« = o o o o'iaivs Goeiemiot o oo et oiaia o oie L

‘CHAPTER. TWO =~ . . =+ o B
‘MACROECONOMIC: CONSTRAINTS 'AND .- POLICY 'ISSUES 'si o eiie e

'MAIZE PRICING AND MARKETING POLICIES .

Consumer Pr1c1ng Polzcy ,jj]i;;¢&g
Price Policy Impact on PNS .. .,
Productlon Potent1a1 and Incentlves‘aw;:fi:w,

Effects on PNS . v v o wie oid ol
‘Budgetary Constralnts e et

POLICY IMPLICATIONS ;g;jgg;ﬁ;ﬁj;eﬁ%fff}?*”ﬁ

Recommended Policy Changes Wl
Prospect for Change .. . -a-?ﬁﬂlﬁ”‘

.CHAPTER  THREE
GOZ SUPPORT TO PROJECT: NORTH SHABA '

FINANCIAL SUPPORT ,flﬁf R

GOZ PROJECT PERSONNEL

'CHAPTER FOUR e :
_AGRICULTURAL RESEARCH AND PRODUCTION"* e e e e el e

INTRODUCTION ;f,;;h;ﬁ
PROJECT MANDATE ’b‘i”_ Cele
STATUS OF PNS AGRICULTURAL-RESEARCH e

'The Knowledge Base f:f;wr*;f.E;ff

Ongoing Research Activities . . .
Technical Package and Viability . .



ii

A FARMING SYSTENS PERSPECTIVE ';ﬁfﬂf”"’ N

'"fVarlety of Exlstlng Agrlcultural roductlon
5, Systema,!;;.: ieiiel e el e e e e
' An Adaptive Research ‘Program ‘. .

‘ P0551b1e Output . ey '

.. EST TN i

MICROECONOMIC ANALYSIS

Impllcatlons for New Téhhhbibbiéé” .45
Productlon Credlt Cete .

CONCLUSIONn .iﬁ?}f;7if,f°»~w’«7¢

CHAPTER FIVE o
TECHNICAL ASSISTANCE

TEAM LEADERSHIP«.Sﬁ,

TEAM COMPOSITION ;u‘ff
JTEAM DEVELOPMENT Q!.fggﬂ§
_RECRUITMENT STRATEGY ﬁ7¥>'a
SHORT-TERM ASSISTANCEi
PLOGISTICAL SUPPORT'

‘TIMETABLE FOR 1980283{fjf@fluﬂ

CHAPTER SIX R
vSUMMARY OF FINDINGS AND RECOMMENDATIONSJ" |

PROSPECTS FOR DEVELOPMENT IN NORTH SHABA’

IMPROVING PROJECT IMPLEMENTATION ;

Agr1cu1tura1 Research and Exten51on
. Technical Assistance . .j,m¢;',

GOZ Budgeting Efforts . . . .-
Commodity Shortages ;.;;

'ANNEX A: NOTE ON THE ECONOMICS OF iERT,ri””:“°"v,
T NORTH SHABA = = v« wiv e wiui :
‘ANNEX B: PNS AGRICULTURAL RESEARCH RESULTS," 197980 '



'PREFACE

. This report presents the results of an internal evalua-
tion of the North Shaba Rural Development Project by the ‘
technical assistance contractor, Development Alternatives,
Inc. (DAI). The evaluation is one in a series of such
assessments carried out by members of the firm's home office
staff. Similar evaluations have been conducted for the
Arusha Planning and Village Development Project in Tanzania
(March 1980) and the Provincial Area Development Program I
in Indonesia (September/October 1980), where DAI also holds
long-term implementation contracts. An internal evaluation
of the Southern Manpower Development Project in Sudan is
scheduled for the spring of 1981.

These evaluations have two principal objectives. The
first is to enhance institutional learning on aspects of the
development process encountered in DAI's long-term field
projects. The commitment of senior staff time to these
evaluations, in some instances at the firm's expense, repre-
sents an effort to capture implementation lessons and exper-
ience in greater depth than is possible by reading periodic
reports sent in from the field. Since DAI remains deeply
involved in both policy research and project design and
evaluation work, a special effort is being made to tap the
rich data base in the firm's own major overseas projects.

The second objective is to provide a formative influence
on the evolution of each specific project, by identifying
basic issues that should be addressed, and when necessary,
by suggesting modifications or redesign of project components.
In fulfilling this function, close interaction is essential
between the home office evaluators and the field team leader.
DAI's policy of placing a member of its home office staff
in each team leader (chief of party) position is intended to -
facilitate dialogue and problem resolution within a common
philosophical framework.

The North Shaba Project was near its mid-point at the
time of the evaluation reported in this document. Since the
project must operate within an unfavorable political and
economic environment in Zaire, basic questions were posed
regarding the potential for achieving project goals and

the rationale for continuing DAI's involvement. The evalua-

tion coincided with the revision of the Project Paper by
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USAID/Kinshasa, in support of a request for $3 5 million in
additional funding, to which AID was committed in pr1nc1ple.
Large amounts of material from this evaluation report were
incorporated in the PP revision, which was approved by
AID/Washington in August 1980. '

Conditions Precedent, corresponding closely to the - ,
recommendations of this evaluation, were included in the new’ .-
Project Agreement which was signed by USAID and the Govern-
ment of Zaire in late September. As of this writing, actions
by these two parties are underway to fulfill those Conditions,
with the prospect of additional implementation delays unless
the process is completed promptly. The evaluation team feels
strongly that the CPs are essential prerequisites for con- ‘
tinuation of the project and improvement in the prospects .
for positive development impact in North Shaba. :

Albert H. Barclay, Jr.
November 1980




'CHAPTER ONE.

INTRODUCT ION

The objectlve of‘the North Shaba Rural Develop

Pro:ect ls to start_w”'“mlﬁyustalning rural development”

process 1n a remote but hlg -potentlal area of e stern ‘alre,ﬁ

lntermedla,

nlzatlon, rural roads'

technology for crop productlon and proce551ng and f1nallvj$

an lnformatlon system to monltor the‘lmpactg'f pro;ect

lnterventlons. Overall the progect reflects a;process ap-

proach to 1nst1tut1ng change 1n rura a} a

that rural development can be‘delf-sustalnlng only 1f 1t is

conSLStent w1th exlstlng soc10-econ ‘ c systems and reflects

the needs and de51res of the'lntended?beneflclarles.; Conse—;

quently, a strong emphasms 1s placed*on armer}part1c1patlon

and on the development of an. lnformatlon system that monltors"

recep+1v1ty to pro:ect lnterventlons and thelr lmpact on the

local populatlon.

as Orzl.gz.nally deSJ-gned' ithewrojed‘ was' ex

tlous.f It was scheduled;togstartgln lat,,1976‘(th_




of Zalre'kGOZ) f1nanc1ng due to end 1n 1986

New productlon

technologles were to be 1ntroduced and marketlg_ﬁoohstra%htsg

overcome so that-

‘o ‘Maize productlon in-the. progect area
‘would. increase by more than 300 percent
vbetween 1976 and 1986;

° ,Farm households partlclpatlng in the
project for at least three years would
{experlence an increase of 100 percent
1n thelr net incories by 1982 ~and

@ The amount of maize marketed and shlpped
to South Shaba would increase from 16,000
metric tons (MT) in 1976 to 48 000 MT in
1982.

From the outset, the progect has experlenced serlouslvl




dlagnosed as constralnts to the achlevement of project

obJectlves. These . problems prOV1ded the focus for thlsf

| evaluatlon.
joukl lZalre s worsenlng macroeconomlc s1tuatlon,
‘e . The. lack of dependable flnanclal support

~to the: project from the Government of *
5Za1re (coz) ; -

. ;Inadequacles 1n the development and dissem-
o ‘ination of new malze ‘production technologies;
and
;oi Shortcomings in the technical asslstance

'prov1ded to the prOJect.

There 1s now general agreement_that theéprOJect‘s origi-:

1arly for a tlme-bounded prOJect in a remote, 1naccess;ble;

area of a country undergo;ng a prolonged economll_ risis;Q
Rather than match prOJect achlevements,agalns

feasibility seems 1ncrea51ngly dublous w1th”h1ndSLght,btheﬁ

approach in th1s evaluatlon ls to analyze each'of'the’four

problem areas, 1n ordei‘to determlne the 1mp11Catlon for ;

ach1ev1ng 51gn1f1cant developmen,Wlmpactiln‘the”North Shaba

pro;ect area.

The baslc questlon addressediin the“follow1ng chapters

)

‘#JIYI"?déSLgned ar;.wi,tﬁ

is whether thls proyect, e1ther ashpr s

approprlate changes, can lncrease malze productlon and inltlate}


http:addressed.in

,;.:‘ln North Shaba.. The flndn.ngs and recommendatlons (summarlzed

over the long-term.



CHAPTER. TWO

MACROECONOMIC CONSTRAINTS AND POLICY. .ISSUES.

From a macroeconomlc standpolnt, there arevthree critlcal

;jlssues that affecd the capaclt v.0 roJMct North Shaba;ko;

““achieﬁefitsfohjectives,

'The f1rstg oncerns the malze‘pr1c1ngﬁ

The second ‘con=-

ﬁpolxcxes of the Government of Zalre (GOZ)

;stralnt 1s Zalre s steadllyﬁ%k:sj;“

ldomestlc resource sxtuatlon.; The thlrdjlsﬁthe“large gapt etween

fw1th respect to each constralnt, there is.a dlstlnct ,ossibilitya

ﬁthat PNS w1ll not be able to achleve the obJecti"es sethforth_in'

PRI ““‘)Ject --Pape’r._;’-
'MAIZE PRICING AND MARKETING POLICIES

The Justlflcation and desxgn of this prOJect 1s based to

a very larg extent on. the serlous maize deflcit that exists
Tln South Shaba. The major sources of demand are the city of -
:Lubumbashl and the copper and cobalt mining areas. lthough'

;not spec1flcally addressed in thls project there is also a


http:effects.of

flarge malze d'f'c1t 1n the reglon of KasaiJOrlental'Kborder-x“

ﬂlmports.; Malze grown 1n North Sh“ha covers'vf

Tma1n1ng needs 1n‘South Shaba, as well ashmucw_of the demand:

j1n Kasal.

Consumer Pricing Policy'

'agenc1es 1n South Shaba.5

ggmlll) has been 1mport1ng between 150 000

'ciallzation annﬁproeessing of malze.z Th _e‘arehex mill prices



paid by retailers in South Shaba whojin turn may'selliwo.the

final ,onsumer at free market prﬂ_es

the quantities sold through the GECAMINES system..N“he’impor-f

‘fance of the OfflClal price 1s”khat,(lw.any millerfbther than“

MINOKA who w1shes to sell flour on the South Shaba marketﬁl

obliged to sell at that pricefyand (Z)Slt is_used asfthe’basisi

for establishing the producer price for maizl 1n Shaba Regi n?

Assoclated w1th the policy of controlled low consumer prices

in South Shaba 1s the prOhlbltlon of maize movements between

Shaba and Kasai Oriental Some exceptions°are made, the most

1mportant being the authorization to the only large_private
flour mill in Shaba (Tarica Fréres) to sellﬁ“;fiff;}'w e

diamond mining company in Kasai.[

From the4consumer s’standPOLnt”{

GOZ's pricing;polic '1S'afshortage o ,Pi;wiﬁu.zy

prices 1n South Shaba; because of disincentives for flour

millers to process maize for the OfflClal market, and an

active parallel market 1n both South Shaba and Kasai where

consumers are paying more for maizekthan they would in theté

absence of price controls., For the large majoritv of"ons'“ers

in South Shaba, however, the official and open market prices

have no real relevance s1nce they are supplied with maize

flour through the GECAMINES/MINOKA system.



Price Policy Impact on PNS

'shown in the fl'ollow:.ng table.‘
‘Table 1
RELATIONSHIP OF CONSUMER PRICES TO

 PRODUCER PRICES IN SHABA
e ~ (ZAIRES PER MT)

1976 1977 1978 1979 1980

Producer Price 75 100;
Trader Margin 30 60

©250:7 2507

Railhead Price (North Shaba) 105 vlﬁoﬁ T30 Té00 700
Rail Transportation to Lubumbashi © 10 15 23 .54 155

Price c.i.f. Lubumbash1 - -115° 175 323‘17*,654 B ;ﬁ855_
Milling Margin - L 220 .38 488 478 -

Official Flour Price 1350 213 1143 1333}?

W



creases 1n mllllng and drader marglns desplte an 1nflatlon rate

of well over 50 percent.

orlentatlon of malze pr1c1ng'pollcy 1n.Shaba.} On average the

,offlclal prlce 1n South Sdaba‘ anlberexpected to increase*'nly

_as much as 1s necessar ;to’assure that the_productlonb market-!

1ng and mllling of malze does)io fwecllne.t

as: well as a mlnlmum.‘ Traders and millers

‘a'malze, sells_

to MIBA, the diamond mlning corporation 1n Kasal. Traders sell

allows only a sllght 1ncrease 1n'the producerlprlce and noﬁlnjf

“fThlS reflects the contlnued consumer


http:totalle'd.12

From the standp01nt:of PNS the key pr1c1ng questxons

areall)fhowt”uch can roducer‘prlces be 1ncreased?°and (2)

: mpact on malze.productionu;n NorthoShaba?

000

‘A‘ o » o e .
,.4 " Orn U\o(- "
If malze prlces were decontrolied,° onsumer:pric

Q “(mu »
o, N .

’ s €
would approachathqse° %‘Rasal“OrienEa

creasexby 50 td 100, percent Pfoduce

..\, . “a w‘ v

would 1ncrease correspondlngly “‘Thls would help to bringj

€@

malze supply and demand into balance by 1ncreaslng productlon
and causlng some sh1ft 1n consumptlon out of malze 1ntb othern
foodstuffs. For polltlcal reasons 1t 1s very unllkely thato
the GOZ would take such a step. A more reallstlc,although
st111 un11ke1y pos51b111ty would be for the GOZ to adopt a
productlon-orlented pollcy of gradually reduclng the differ-

ences 1n consumer prlces between Shaba and Kasa1 0r1enta1

This" would be a 1ess dlsruptlve way of brlnglng offic1a1 malzef

prlces more 1n 11ne w1th actual supply/demand condltions.g

One economlc measure of how much 'rlces sho“

I

ZG $1 the‘ roducer prlce could 1ncrease*by "8 P;

from Z450 to ZBOO/MT and stlllf_e competltlve w1th51mports,

'”be allowed;

N\



Production’ Potential and Incentives

Althpugh in general there is 11tt1ekdoubt$that 1ncreased

on L)
o ey, ,')1‘-

u?3iR rveatsedtprodgcer prices and 1ndirectlyt

ey

;other act1v1t1es or out of leisure tlme 1nto malze‘productlont

a0”

e,

nd‘(2) whether .the prlce 1ncreases make certaln productlon—id

PR
) ° ]

l 3

1ncreas1ng 1nputs economlc. On the flrst p01nt, existlng pro-

o

ducer prlces are presently hlgh enough to 1nduce some production

;of malze as a: cash cr0p. Slnce the progect started

seeds are prov;ng to be economlc and‘ comblned' ith 1mprove-

,ments 1n marketlng, are 1ead1ng to gradual increases in quantl-u

known at thls tlme how malze productlon ompares W1th produc1

4tlon of palm 011 rlce, peanuts and other economlc activ1t1es

fnor how much competltlonithere sibetween them for labor.

'What needs to be determlned_throughdmlcroeconomlc data gather-“

<1ng and analys;s 1s:farm“1abor avallablllty in the'arOJecv_

5area and the opportunlty cost of that labor,

,of a return to malze productlon would be requlred to - 1nduce;

an 1ncreased allocatlon to malze productlon?ipPNS should:assign'



hlgh prlorlty to answerlng thls questlon beglnning w1th the

next,grow1ng season;'

Wlth respect to the5econom1cﬁlof”productlondlncreaslng

]agrlcultural 1nputs, the key questlon concerns fertlllzers.

three possxble producer prlcesM

o The off1c1a1 Shaba pr1ce}

‘e An economlc pr1ce ‘based ‘on the
o real cost of malze 1mports o

o The 0pen market pr1ce ln‘Kasai_ffﬂT“

At a delivered cost ofcfertlllferfof ZlT“OO/MT'Jdata&from

PNS show fertlllzer toﬁbe uneconomic at the. officialAShabal

prlce._ Us1ng the Kasalfprlce of 21000/ 10W! _er afertlllzer

‘becomes economxc.h If an exchange rateﬁof 26 $l is used to

calculate prlces, the producer prlce of mal)j becomes ZBOO/MT and;
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'malze 1n North Shaba to Justlfyvan expanded adaptlvvjresearchﬁf

vprogram under thls pr03ect

'RESOURCE CONSTRAINTS -

Slnce 1974 the macroeconomlc situatlon 1n Zaire has dete-

ﬂrlorated steadlly.f Thls has been ﬁue”to a number of factor ’

,,1nclud1ng decllnlng terms of trade reduced productlve capa-%

ffclty(causadpartly by a prec1p1toiszairlanlzatlon program)

A


http:sitiation.in

’practlces that led to 1ncreased budgetary and balance ofvpay-i

‘whlch has also contrlbuted to the decline;ln'productlve _apa-

city.

Effects on PNS

and- Credlt In Infrastructure, the most crltlcal sh‘rtages;%;

;act1v1t1es in that subsystem have also been hampered by a lack*

vof fuel for vehlcles and motorcycles.b


http:shortfalls.in

s

Perhaps ‘the most serlousﬁlmpact of*commodlty shortagesﬂlstv

'parts, fuel, and sacks/ and :hen‘these 1tems are avallable 1t‘ :

Mate, and as a result the marketlng system 1s‘less‘effiC1ent‘andf

competltlve than 1t would otherw1se‘be.,

At the present tlme, 1mportant efforts are belng made at_ h

the natlonal level to 1mprove Zalre,s economlc performance.

:The Internatlonal Monetary Fund:_IMF) 1s providlng badly'nehded'

.balance of payments support but has 1n51sted that the GO

'1ncreases 1n real wages and}strlct 1mport controls

yall effect of these measure_,

,,_n nded~to,be deflatlonary,

and 1n the short run, can be expected to‘have'a.depre881ng

effect on economlc act1v1ty.v In addltlon, the GOZ has tempor-71

arlly reversed 1ts Zalrla%lzatlo ,pollcy and 1s seeklng ex-n S

fpatrlate expertlse 1n the 1ndustr1al sector.

Based on past expe”lence, 1trls doubtf l'that*the GOZ canﬁ

llve up to 1ts commltments toithe‘IMFrybut'even ”f 1t does, itv

w1ll be a long t1me beforeiaibenfficlal,impact w1ll be felt in

'North Shaba. The contlnuatlon of commodity shortages not only

means that the 1mplementatlon problems descrlbed above will

The over-}°
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contlnue, but also.that the long-term development 1mpact”'f

VPNS w1ll be reduced Spec1f1c problemsNdirectly;attrlbutable

to the 1nab111ty of th

~necessary equlpment and commodlties,to the pro:ect 1nclude

'@ Maize production increases will be limited by
?the shortage of agricultural inputs, as well .
-as by the reduced efficiency of PNS efforts to
;develop and disseminate new technologles,

) The lack of trucks, spare parts, fuel and sacks
‘will greatly increase the costs of marketing maize
in North Shaba, which will reduce the price that
could be offered to the farmer as well as reduce
competition among traders who enter the market;

e The shortage of equipment, spare parts and fuel
for road maintenance makes it unlikely that pri-
mary and secondary routes will be maintained
adequately. This assures that the cost of trans-
porting maize over poor roads will remain high,
and that elements of the rural population will
have only limited access to markets. A related
problem concerns the railroad (SNCZ), which pro-
vides the only means of transporting maize to
South Shaba and Kasai Oriental. Foreign exchange
shortages and low profits have resulted in a steady
deterioration of rail services, which almost cer-
tainly will get worse. This could potentially cut
-off North Shaba from the main maize deficit areas,
thus assuring continued dependence of those areas
on imported maize; and

y ] The Intermediate Technology subsystem, which is
highly visible and is considered to be one of the
more successful components of the project to date,
would probably not be sustainable financially, in
its present form, over the long-term. The critical
constraints would be the lack of fuel to provide
power on a regular basis and the lack of raw

materials which would then have to be imported.

The overall effect of the above problems w1ll be to reduce

the long-term development 1mpact of PNS.. In the absence of

macroeconomlc constralnts, the productlon 1mpact of progect



:than they could be and PrOgﬁessw 1 be conSiderabl"”w

More importantly, benefit growthvandfspread effects w1llmbef

;constrained after the pro:ect itself has terminated.

lBudgetary consﬁraihtg

An aspect of macroeconomic conditions in Zaire that re-f“v
quires special comment lS the GOZ's budgetary situation. Since
1974 the GOZ has faced increaSing difficulties in funding both
its recurrent and investment budgets. Some expenditures have
had to be cut back but in general the GOZ policy has been
to minimize expenditure cuts by resorting to inflationary
1fborroWing from the Central Bank of Zaire.‘ Under the current‘
ifIMF standby agreement, expenditures are limited to levels ap-
proved by the IMF.! Wlthln these overall financial constraints,
the agriculture sector has relatively 1ow priority., In recent
,}years, agriculture has accounted for two percent of the re-n.

',current budget and seven percent of the investment budget._ Of

jithe amounts allocated, only a‘small proportion has been directed
'ito‘small farmer production activities.~ During periods of re-
4Qtrenchment, cuts tend to occur in the investment budget, which
;*means that deve10pment programs that ‘are not yet fully inte=-

crated into the DQA;budget are the first,toybe affected,;
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Overall the relatively low priority given to: small

Vfarmer agriculture means that pro:ecthSuch as PNS tend to b

-underfunded and understaffed by the GOZ The p0551ble short
age of funds for recurrent costs has the follow1ng 1mp11cat1pns“

Efor this proyect-”

N ;The Research and Exten51on sybsystem must be
‘ ~‘adequately funded if improved technologies
~are to be developed and disseminated. This
not only means that a sufficient number of
qualified technicians should be assigned to
the project, but they must be supplied with
proper facilities and means of transport, in-
cluding vehicles, fuel and travel expenses;

‘e Unless Office des Routes (OR) has an adequate
budget, road maintenance will continue to be
unsatisfactory with the result that marketing
services will not be available in some parts
of the project area, and in general will be
high in cost and inefficient;

® The nature of this project's Intermediate
Technology component is such that GOZ sub-
sidies will be required on a continuing basis.
The production of IT equipment is intended to
be self-financing, but any significant research
and development effort to identify and adapt new
tools would be too costly to be supported by
profits from production.

Under even the most optimistic assumptions regarding im—v
provements in the GOZ budgetary Situation, financial support
will continue to- be a long-term problem for projects such as
PNS. As in the case of the resource constraints discussed

above, the major implication for the proyect is that its long-~

term effectiveness and development impact will not.be aS'greatkb
'as they would otherwise be.* Increased priority t-p;s g s

nrnduction would help, but it should be recognized-that,thet’d
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GOZ budgetary constraints stem directly frométhei veralnﬁ

\

Recommended: Policy Changes

It should be recognized that the constraints and policy
issues discussed above are out51de the scope of the project

per se, and constitute parameters W1thin whicthhe pr je tff

must operate., Further, very few of the constraints can be"

completely eliminated so that any changes 1n policy would lead;

to a relax1ng of parameters rather,than their complete removal;f

Nevertheless, there are policy measures that can be taken:in'"H

the agricultural sector,:and w1th respect tojnutional economic'

priorities, that'could 51gn1ficantly 1ncreasegthe long-term de-:

velopment impact of this pro;ect.

In agriculture, the'recommended policy measures include
the’following. An analysis‘of demand for agricultural products
in eastern Zaire indicates that maize has the highest demand |
and provides the best prospects for increasing rural incomes in
North Shaba., It is therefore recommended that even if the proj-'

ect purpose is broadened to encompass all agricultural production



and marketing, maize shoul;‘remai“

fthe main focus of research,

extenSion and marketing efforts This should be clearlyfr‘

3‘and insthe establishment of;

priorities for pro:ect actiVities{i

For the progect”to; ave its

for the prOV1Slon of agricultural inputs and the marketing of

maize,’and POllCY changes neededﬂt'vprOVide proper economic*3

a program would be the most effective way of addresSing the'

In the absence of a comprehensive maize production program,
the priCing policy in Shaba should be reoriented towards en-fr
couraging increased production instead1of'minimi2ing official

consumer prices. This ‘would involve.

® A commitment to keep official prices high enough

- to assure adequate incentives for the farmer and
-adequate margins for traders and millers. This
will result in increased supplies in South Shaba
at an official price that is higher than under the
existing policy, but considerably lower than the
open market price being paid by most of the con-
sumers who are not supplied by MINOKA:

[ Setting the producer price before the start of the,
growing season instead of at harvest time. This
would greatly increase the impact of price policy v
on production decisions by farmers;
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e 'Settlng a minimum producer pr1ce rather than
' a fixed ce111ng price. This would provide a
further incentive to productlon by keeping =
open the possibility of price increases should
‘market conditions change; and »

o Although it appears that demand in South Shaba
' and Kasai Oriental can easily absorb increased
production from North Shaba for the foreseeable
future, it should be recognized that most of the
demand in South Shaba will continue to be met by
imports. The GOZ should be prepared to instruct
MINOKA to purchase local grain if and when such
a step becomes necessary to absorb production
increases.

7 At the overall economic level the obv1ous long-term need:}

‘is- for the GOZ to adopt responslble macroeconomlc pollcles,;

cludlng a reallstlc exchange rate and sound non1nflat10°ary
“fiscal and monetary pOllCleS.f In the absence of determlned
steps to stablllze the Za1r1 n'economy, the commodlty andxreiff

‘source constraints that have plagued PNS and most other devel-f

opment projects in Zalre w1llfcont1nue unabated It'should be‘;

recOgnlzed however, that Zalrejs economlc problems are so
serlous and deep-seated that even w1th the most determined
efforts, few de31rable 1mprovements at the level of'indlvidualj

progects can be expected 1n the short run., Under these cir

rcumstances, the key pollcy requlrement from the'htand

:PNS 'is for the GOZ to 1ncrease the prlo 1ty ofvsmall farmer

:food productlon, and more spec1f1cally, of;small farme'

xproductlon 1n North Shaba. Spec;fic steps that could be_“akenjf
“as part of a pollcy Shlft 1nc1ude.
‘@ Increased prlority to small farmer production

activities in the allocation of foreign ex- . ..
change and domestically produced goods that are
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in' short supply. This would help assure in-
creased supplies of agricultural inputs; vehi- "
‘cles, spare parts and fuel for marketing; and .
equipment and goods needed for technology de-
velopment and dissemination; BRI

‘e Increased priority for small farmerfproaﬁctiohfﬁﬂf
in budget allocations (The specific issue of funds
allocated to PNS is discussed in Chapter Three); .

‘e Higher priority for road transportation in rural

: areas.  This includes budgetary allocations, im-
proved access to equipment, materials and fuels,
and priority given to establishing sustained
sources of financing to meet the recurrent costs
of road maintenance (earmarked taxes, generation
of local resources, contribution of local labor);

) Exploration of possibilities of producing goods
needed for agricultural production and marketing
in areas close to where they are needed. This
would help reduce dependence on supplies from
abroad or from distant urban areas:

® With respect specifically to maize production in
Shaba, increased priority to North Shaba in the °
allocation of cement, trucks, spare parts, fuel
and sacks. The justification for taking this
policy measure is that a successful program to
increase maize production would directly address
Zaire's serious balance of payments problem by
reducing food import requirements; and

) Investment and allocation of foreign exchange
for North Shaba maize production by GECAMINES,
which is already investing in mechanized farm-
ing in South Shaba. Investments in North Shaba
would have the same possibilities for saving
foreign exchange and would have a much greater .
rural development impact.

| Prospects for Change

0

The policy measures: recommended above must be considered

by the GOZ in the context of many ‘other economic, social and

politiéal priqrities,yﬁS£é

any government, and are rarely taken without strong political



.*Bank-flnanced“Kas ”iOrlental progect could?prov1de the occa-

1scuss"an overall pro-

fgram ofxmalze,lmport substltutlon for' S}aba nd the Kasais.

‘“Whétherﬁo: not ﬁhe;réCommended'measures are taken has

fwere addreséed xthe‘result would be a more rapid and greater
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?In such a 51tua-

fﬂlncrea51ngly unable to perform its funct1 n .

macroeconomlc constralnts ould_lnffact make 1t 1mp0551b1e‘

ffor the ProJect“to achleve 1ts baﬁlk; “;w~v+=ww

Eqvaklllty of 1ts_bont1nuatlon would:havemto be reassessedhiﬂ
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‘CHAPTER : THREE.

 rema1n1ng 11fe of the pro:ect..

'FINANCIAL SUPPORT

_agalnst actual recelpts.; Thls comparlson is. shown ‘elow.



1977

1978
1979

Tota]_ through 1: S

B I.: 3 430 oooﬁ

,c.F. 1 852 ooo

1nfrastructure subsystem.c he same t1me, payments such as

medlcal expenses;itravel;expenses‘and““alary supplements for -

fleld work were e11m1nated* In :ate December the 51tuation:wisjh

compllcated by the_demonetlzatlonhdecree which left all banks

short of cash.} The result was that prOJect salarles were notk__



pald 1n December and January.f“ b?nhe end of January, the PNS

workforce was downhto‘300fand'1nfrastructure act1v1ty had come

to.. a v1rtua1 halt.

The s;tuatlon d1d not 1mprove untll the ‘énd ‘of March 19807,

in late May another Z l 000 000 wasmrecelved from hi ,1978 B. I

commltment | These funds have een used:tompay bllls:from 19”‘45;

and are meetlng current 1980 expenses.

Thls serles of events had a very serlous impact on p'““ ”tgﬁ

act1v1t1es, espe01ally 1nfrastructure. ad andlbrldgewconstruc-,

tlon fell far behlnd schedule and road’constructlondls Just“ ow

unpald salarles that occurred last year.

Less v151ble but equallyglmportant was:the 1mpact onwstaffi

efflclency and moralerﬁﬁwdﬁ” .;lack of tunds.meant_that

cause PNS 1s unw1111ng to rlsk the dlsruptions of . lay-offs and,zf;
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notlceably.” These benefits were relnstltutedfon Jun l

threat of th1s sort of thlng happenlng agaln 1s ‘not: conducive toia

1ncreased efforts by pro;ect staff

Althoughﬁthe ex1st1ng‘fund1ng 51tuatlon?isﬂsatlsfactory’~{3

.the causes of h problems that have occurred over the past,

two years remaln. As dlscussed in Chapter Two, the GOZ f1nan-5

c1al s1tuat10n 1s not llkely to 1mprove 51gn1f1cantly 1n the

~Z 2 200 000 from C F.; So far B l 000 000 has been received xrom f

addltlonal funds w1ll be forthcomlng.;
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is’ espec1ally short‘of funds“thls year because ofﬁvMF restrlc-:

'tlons on ‘xpendltures.ﬁ Prlorltles‘are belng set" by thelGOZ :

"“f of ”uelvthat should h ve been

-The latter problembls due to an }dmlnlstrative technlcalltyﬁ
'that 1s presumably belng stralghtened out by AID and the GOZ

in Kinshasa.

‘; 0bv1ously, unless steps are taken to 1mprove GOZ_flnan-ﬁﬁ
c1al support for th1s project, serlous 1mplementatlon‘pro

flems w1ll cont1nue and 1mportant pro;ect targets w111 not. be:

cedures be establlshed to assure that adequate'funds arenre—ﬁ

fcelved on a tlmely ba51s.‘

[y AID and the GOZ should set up a joint working
level committee which would meet quarterly to
review the funding situation and initiate cor-
rective action when necessary. The suggested
membership for this committee is a representa-
tive from PNS/PMU, the USAID project manager and
representatives from the GOZ Departments of ‘
Agriculture, Planning and Finance.

o In view of the likelihood of funding shortages-
in the B.0. and B.I., it is advisable to mini-
mize the dependence of PNS on these sources of
funds, at least during the next two years when
implementation delays will remain critical to
to the eventual success of the project. One
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“way to achieve this would be to finance
- salaries and fringe benefits out of B.O. and
finance all other local costs out of C. F.‘&F,,

) -In view of the likely shortage of funds in
: -B.0., there should be a procedure for revert-
ing to C.F. when shortfalls occur. Specifi-
- cally, whenever contributions from B.O. are
30 days late arrangements should be made to .
automatically £fill the gap from C.F. within
~the next 30 days. Ideally, C.F. would be
reimbursed from B.O. as and when the GOZ -
found it possible to do so.

{) Although AID is supposed to have considerable

‘ influence over how C.F. money is utilized,
this has not resulted in timely dlsbursements
to PNS. An improved system of allocating and.
dlsbur51ng counterpart funds is needed. o

/G0Z 'PROJECT PERSONNEL -

: The Project Paper‘dld not’spec1flcally3addre55'the issue_‘“

of whether the GOZ:would be able;to-staffrthe project“with

suff1c1ent numbers of qua11f1ed experlenced person e1‘ f,fﬂitﬁﬁ

dlrect comparlsons were drawn between the org

admlnlstratlve features of PNS, as de51gned, and}those*offotherf

But the technlcal and adm;nistrat;ve skills needed‘b' ‘new

personnel who would be brought 1n to staff the pro,ect'werw,,mi“

‘not ident1f1ed as a feasibllity 1ssue.
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: The duration of staff asSignmentsbw1th PNS is now being

recognized

The challengesiani{frustrations ancoun ered in the 1n1tial £

: years have prov1ded a valuable learningﬂexperience, but severalif

key Zairois staff have expressed

other asSignment (in‘met cases, this would mean“returning to "

Kinshasa) Just as expatriate staff have tendedft'»regard

three years as a. maximum period for aSSignmentminuthef ro:ect;}‘

area, those Za1r01s staff With long-term caree‘ interests 1

the DOA and access to other p091tions share a

tive, for some of the same reason (1solation

amenities and cultural events, lack of contact: w1th profeSSion-t

al colleagues out51de the projectii ‘elf)

red at the top of three subsystems (Research &;Extension,v57H"

Farmer Group Development, Communications), though‘for differentf

reasons 1n each case. Further changesycan;be-anticipatedtoverpfw

the next 6 to 12 months.,:

This pattern underscores the need for quality in the tech-‘.

nical aSSistance being furnished by DAI/MM As analyzed in
Chapter Five, the effort to date has not been fully satisfactory
in terms of adv1sory and training impact. With new Zairois

personnel either coming in or moving up to assume responsibility

for key project components, the responsibility for the expatri-*i

ate team w111 be increased accordingly. The need is greatest

in the Research & Extension subsystem, ‘as Chapter Four demon-:

strates,,but 1t appliys to every member of the DAI/MM team.iﬁg

1S a ‘otential constraint'io'project implementation;f

,,urnover has occur-_~
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subsystem chiefs, for the mos‘7partf?had'little or‘no'prior

field experience as technicians, let alone as mi.-level managers

in the roles required of them in PNSfy‘Equally 1mportant for

almost every 1nd1v1dual the conceptifandﬁdevelopment strategy

expressed in the Project Paper were unfamiliar, and contrastedf

sharply w1th what they knew of DOA’activities in““ther projects_gf

fore each subsystem 8 activ1ties could be initiated, this

groundwork had to be completed and a Joint reconnaissance::f

the progect area had to be undertaken.TfThe latter ex rcise

served the purpose of exposing unseasoned Zairois stafflto'the

rural enVironment (inﬁsome cases, v1rtually for the first ‘time
in. the role ofﬂtechnicians w1th a JOb to carry out), and of
aiding the selection of Agricultural Centers where village-

level actiVities would be begun.f

To. some degree, the beneficial effects of this joint train-g

1ng process may have worn off W1th the passage of timerfljiw@ M;e
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capacity for dialogue and mutual comprehension}between per-{ii

ation that partially account for what PN;wuifu”“‘% pl

THn+n_

In terms of technical skills, the staffing Situation forM

PNS is unlikely to change- key personnelﬁ;at the’subsystem

chief level and below, will have to‘be trained onlthe Job‘;" 2

The DOA has fewer skilled and experiﬁ ed'hersonnel at itsrw?f

«disposal than the Project Paper anticipated, and“is haVing

?difficulty retaining those itfhas due tofﬂalary freezes and4

the cancellation of benefits.r FurthArm re,'assignments in e

Kinshasa remain the surest way to protect and advance one' si“'

career in the Department.- By comparison, being postedrt”?a

remote project - and PNS 1s located in Shaba, where a: istory

of political unrest further reduces the deSirability of ane

assignment - can be seen as a setback Specific evidence of'
this has been observed in PNS's inability to obtain vitally.;
‘needed personnel for the Communications (Project Monitoring

and Evaluation) subsystem from the Statistics Division of the

DOA,
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CHAPTER:FOUR

AGRICULTURAL 'RESEARCH AND: PRODUCTION

NTRODUCTION

The purpose of thls sectlon 1s to evaluate'the agrlcul““;

tural productlon.» The mandate of the pro:ect and.the Researchj

date w1ll be assessed.' The sectlon w111 present'recommenda

ltlons for necessary reorlentatlon

reorganlzatlon of research and extensxon act1v1t1es

'PROJECT MANDATE

The progect goal 1s to achleve foo self-sufflclency in

the progect area, Shaba reglon and Zalre. A politlcal-economlc

goal of the pro;ect 1s to;supply South Shaba w1th surplus maize
produced 1n North Shaba.v

The purpose of this project is to identify an effec-
tive rural development process for improving small
farmer production and income which is replicable in
other parts of Zaire. The process by which this will

Woh



‘be accomplished builds on the current. practices of
farmers, with innovations being introduced only -~
after thex have been tested and proven on farmers'
own land. SRRt U R SRR

?he‘Research‘and ExtenSiOnﬂSﬁBSYétehgofgpNS*isﬂéh£¥”“af”

agricultural practices,

testing them and extending them to producers in the project

argé;  Thé*éﬁbéystem's bbieEEiVééﬁaré to:

¢ Develop, test and introduce maize and other -
crop technologies tailored to the farming
systems in the various localities;

® Recruit and train extension workers (Depart-
ment of Agriculture and para-professionals)
to provide timely and appropriate technical
advice as appropriate technologies are de-
veloped; and

®  Create a system that allows ongoing communi-
cation among extension workers and their Lo
trainers, the faimers of the project area, -

and researchers.

STATUS' OF PNS'AGRICULTURAL® RESEARCH

The KnowledgéiBéSef

information was available to the project on exi:

prodvction practices at the time implementation began. The

Project raper, p. 72:



‘tlve dia gujfw1th farmers.l The Zaire Department of Agfiéhl

equlrements. 

Some broad descrlptlons have ;j_‘

?concernlng local productlon practlces is paralleled w1thin1 “;f?

the R?an E- subsystem_byVa generally accepted assumptlon that

such pra klcesaare neff1c1ent and low-yielding.

A
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~0556ihgfﬁésearch Actibitiégf

;ff;The current PNS research program ‘has ahdominant empha51s

supply to the southern_areas:of Shaba Region and the adopted

strategy of the Natlonal Malze Programi(PNM)

d1rected to other crops,"ﬁ“

only partlally applied

trlal statlons- Ngaba (Mbulula), Kongolo

station at Ngaba.J Serlous delays ‘in’the arrival of equlpmen*m,,

and in constructlon have 1mpeded the‘fullJ stallat. o} nghf

research program.

52
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1part1cular malze d1amond tr1a1 has not been:pre-tested'on‘wé

fthe tr1al statlons.

At the th1rd level a partlcular package of recommendedﬁ_

'practlces is belng promoted to farmers who,,on th.;ba,,,
demonstratlon flelds, dec1de to appiy“certaln improveddvééh_ii
nlques on thelr own flelds (champs d'encadrement)pi Thls,paékf;
age 1ncludes the use of the 1mproved seed varlety‘(Kasalw |

and the 1mproved practlces of row plantlng, increased?density‘a

and more thorough weedlngs.: On the one hand‘-there'ls‘no
concrete ev1dence that the 1mproved practlces<have been
systematlcally applled, and on the other hand, such a package

has not been tested on the tr1al statlons for demonstration

on the demonstratlon flelds. leen that the appllcatlon of

the 1mproved cultural practlces cannot be substantlated, the

only firm conclu51on from past champs‘if"‘"i°”“>”w

the use of the 1mproved seed results 1n a 20% ””25%iincreaSeie

in yield over the local var1et1es (see Anne,‘B) e

Technical Package and Viabdiityu

To date, the research program con91sts prlmarlly>;faﬁm'

attempts to prove the PNM/CIMMYT malze productlon packag at

the expense of testlng any other productlon technlqu”

doing any concerted work on other crops.‘ As demonstrated (e
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fertlllzer appllcatlons. Although the naturehof,potent,al

rlsks to farmers in adoptlng thls package 1 known, no effortﬂ

has been made to assess the tradeoffs between 1ncreased bene-ﬁ

flts and 1ncreased risks.

It 1e known that the. varletY”Kasal I 1s vulnerable toilm

yellow streak v1rus, but that earl'fF1ant1ng9m1n1mlzesAthls

rlsk In promotlng pure stand cropplng 'the,prOJect may*be

upsettlng the tradltlonal system forlmalntalnlng SOll fertil-;

1ty. To recommend a shallow—rooted "r0p (malze) 1n‘°“3*&"

llttle understandlng of the current farmlng systems and then.r~

ablllty to control 1nsects and dlseases

v
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‘A FARMING -SYSTEMS PERSPECTIVE

Variety of Existing Agricultural Production Systems.

As acknowledged 1n the irogect Paper and by DAI‘Agronomist;

«fleld trlals (1 e.; "demonstratlon" flelds), and on-farm trlals B

(champs d’encadrement) to be renresent t1ve of these spec1f1ed

sproductlon env1ronments.

cropplng systems w111 permlt?more relevant adaptatlon of the re-,

fsearch.‘ It w111 be necessary\t’”f

3ogy of productlon env1ronments w1th a substantlve understanding

‘of on-farm resource allocatlon (lanu, labor and capltal)s; s f

Wlth a well deflned matrlx of productlon env1ronments, it

Wlll be p0551ble to 1dent1fy a manageable number'of farms for
(1nten51ve data—gatherlng.‘ The 1nformatlon whlch should be moni-

itored w1ll 1nclude famlly comp051tlon, areas planted w1th each

/ccurate‘descrlptlon of current

omplement the technlcal typol-

h@i
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crop, input use (labor and purcha“e

tf;op,‘and yields by crop for ~each typology, on a farm-1

basms.

and extended Thls approachfiorms the oundation of an

adaptive research program., Adaptiveiresearch presum?

to understand the existing farming‘ ystems, out of th.ch'a Aﬂ

research agenda can be identified‘ tested and analyzed

An Adaptive Research Program

In order to reorient the currentffgricultural research

program and adapt 1t to farm systems in_the project area, the

current three-level organization shou_ be.maintained The“’J

geographical placement of these three evels should reflect

resource allocation;?hould~be monitored and production bottle

necks identified iiResearch topics should include a complex f

crops, including but not limited to maize, and a complex oﬁ

technical practices 1ncluding but not limited to fertilizer.’i

Such a research program can Potentially mushroom to‘un-lﬁ

manageable proportions‘

With 'areful stratification, precise

'and constrained samplinggtechniques, and religious respectWMor
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progran of this k i

and. resources.;

Possible Output -

The challenge to the PNS research program 1s to generate

recommendatlons whlch are responslve to farmers' needs.} The
ﬁselectlve adoptlon of the PNM malze package to date demonstrates

iclearly that farmers are evaluatlng each element of the pack em

>and are uslng those technlques whlch respond to the cond _1on5gf

in whlch they work

Data currently generated’w1th1n°the progeCt ar ‘publishedif

,w1th no d1scu551on of the methodology used, the problemsjen_’,_ﬁ

countered in data collectlon, manipulatlon of,the‘raw data or.af

'analysls and 1nterpretatlon of its 1mpllcations '@Informatlon '

should be generated for the purposljof 1mprov1ng, plannlng

fand 1mplement1ng project act1v1t1e practlcal sense, gr'*

Fregular and consc1entlous recor, keeplng is a: precondltion,

1nterpretat1ve analys1s 1s 1ndlspensable,

For ‘the. next agr1cultural season (for whlch land-clearingw

beglns in July), research 51te selectlon should reflect the
productlon typology. The desxgnmof on-statlon work should‘be~g
broadened. The diamond trlals should be expanded to at leastif
six treatments, and the monitorlng of on-farm appllcations,

~--=.d be much more systematlc.t
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Combined‘Withy'he farm‘survey of resource“'llocation, the

order to maintain a matrix of fields corresponding;to_the pro-’

duction typology.j As other pOSSlble technical innovations arei

identified (not limited to maize),,theyiaan be dield-tested

and demonstrated on these fieldslffThe monitoring of on’farm;

adoption should pay special attention‘tonfarme, modification if

of . "recommended" practices.

“MICROECONOMIC "ANALYSIS

As an integral component of agricultural research,”fif?““

technical recommendations should be subjected to a microeco

nomical analySis.; Both in. the deSign of research acti ,mhd
as a final test before practices are recommended to farmers

economic parameters should be applied to the rec’mm ndation

and to- the predictable adjustments in the farming System madegf,

S e m i aann 1.__»-.1__.1__'-_ Dm0

The information gathering actiVities spelled out in thiSf;
redesign of the research program Will provide the needed datalf
base for such economic analySis. This data base also includes

the very economic parameters farmers use to make their own {33

A
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‘land labor and cap1tal to assess the relative competltlve

5pos1tlon of d1fferent crops and cropplngatechnlques.j Beyond

llts usefulness in des1gn1ng and executlng:approprlate research:

economic analys;s and v1ab111ty 1s an 1mportant 1nd1cator of

the susta1nab111ty of agrlcultural 1nnovatlons.,

Implications for New Technologies

Agricultural technologles can be categorlzed as mechanl-kg

cal, blologlcal and chemlcal technologles.f A partlcular

technology should be percelved as a tool and 1ts use.v“

An improved hand hoe or seed varlety 1s not a technologlcal

innovation by 1tself, unless accompanied by a use for 1t.‘ Asr
an example, if the performance of a new malze seed varlety 1sf
dependent on 1mproved weedlng, whlch competes w1th land prepaff

ration of cotton f1elds, the effect of a new mechanlcal tech-rﬁ

nology on labor requlrements for weedlng w1ll be cr1t1cal to

the successful adoptlon of the new seed

One chemlcal technology 1mportant to PNS 1s the appllca-
tion of fertlllzer. As dlscussed above, the research program
should contlnue w1th a component of fertlllzer trlals. These
trials should 1nclude the rates currently belng recommended
Added to the technlcal assessments of fertlllzer use should

be .an economic evaluatlon of the 1mpact of fertillzer on farm
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economlcs. (The report prepared 1n early‘1980 by Cit Otlkekev;

of the Natlonal FertlllzerfProgram, PNE, 1s serlously deflcientﬁ

on thlS subject) A more serlous problem isathe reliablllty Bf{

supply and the determlnatlon of the prlcyf;t hich:fertlllz r

should be sold when/lf 1t is avallable.’5The relatlve COmpe-

tltlon between different cr0ps and between fertlllzer applica-}!

tion on different crops w1ll be strongly lnfluenced by the
pricing of fertilizer and farm-gate producer prices for dif-~méd
ferent crops. Furthermore, w_th unrellable supply,‘the Oppor-?;
tunity cost of not hav1ng access to fertlllzer should flgure dif
in the design of both research and exten51on.~ As an example,

if the performance of an. 1mproved varlety 1s predlcated on 7?“i
the availability of fertlllzer, 1t may not be ratlonal to‘

promote such a fertlllzer-dependent varlety.

Using information generated by the project, together with
macroeconomic data on fertilizer costs and supply potential,w]
the project should initiate a systematic evaluation of thedd_g

economic viability of usmng fertilizer in the pro;ect area.;ijﬂ

Its use does not appear to be an 1narguable economlc prop051-h?
tion, particularly given current 1nput/output priclng pOllCleS?

of the GOZ and the.unrellability oﬁysupply,»

Production Credit

Agricultural credit, whether 1t be for production, pro-iﬂf

cessing or marketlng, has not been a major 1ssue in PNS so fa:

Recent events -- spec1f1cally, the development of USAID'sVOZS



‘Marketing Loan -- indicate that in some areas this situation

will cnange.~,Iq{£h¢ﬂ3&9555ffpfoav_tiaj

blllty raises certa1n loglstlcal difflculties,hboth w1th 1n-f

put dellvery on t1me, and w1th recuperatlon,of loan r{kayments.g

With the currently recommended technologles, 1t would apsk

pear that there is no substantlal need for productlon credih

beyond seasonal crop loans. But the lack of an expllcit under—;

standing of production- systems and on-farm economlcs makes such

a conclusion tenuous at»best.

The project needs to evaluate on-farm cash flow proflles,,?f

drawing on the information in conjunctlon wlth its research
program. If the argument can be made for an expanded produc-if
tion credlt program and/or w1th the beglnnlng of the marketlngE
loan (025), the questlon of an 1nst1tutlonal capac1ty to ad--ad
minister such a program w1ll have to be examlned and a SUlt- ;
able system des1gned and 1nstalled (Chapter Flve, dlscusslngf
technical ass1stance, recommends that a Marketlng Speclallst |
‘be recruited to deal spec1f1cally w1th 1mplementatlon of 025
within the proyect area and adjolnlng zones of the Tanganyika‘u

subregion) .

If PNS is selected as the credlt authority, major emphas13ff

will have to be placed on a. self-frnancrng credlt program and
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on creatlng a v1able 1nst1tutlon to sustaln’such a program

after the pro;ect 1tself termlnates, e g., an\lnterlo ying;

network of cooperatlves.

(CONCLUSTON

This sectlon has outllned the bas1c parameters of a more_ﬁ
comprehen51ve, systematlc and reallstlc adaptlve research pro{f
gram for PNS. The detalls and organlzatlon w1ll be worked outﬂ
by PNS staff -~ among whom the to-be-recrulted Amerlcan agronej
omist will be a key factor - over the months of June-August,pb
1980. Annual plannlng exerclses for each subsystem, whlch are,

underway as of this wrlting, offer the best opportunlty for -

introducing the needed change of emphasis and elaboratlon of

structure for the program.

The objective of agrlcultural research and exten31on 1ngf

PNS should be to learn what productlve act1v1ties ex1st cur-;ff
rently, to identify productlon bottlenecks, to develop agrl?qg

cultural innovations which relleve those bottlenecks and to li

demonstrate their comparative advantages to farmers., The
project has barely begun to address thls broad set of objec-w
tives; while it is imperatlve that gaps in the program be

filled promptly (i.e, in time to ensure more useful research

during the 1980-81 year), it is equally 1mportant to establlsh‘

thorough, careful analytical procedures that can be carried

é?



9

out’ over a longer perlod., The outllnes of the agrlcultural J“w“

research program descrlbed 1n thls sectlon reflect both the

urgency Of the task and th‘i Tlifﬁ

namely, that 1t seldom produces dramatic results 1n one or two‘Q

'years, and should not be v1ewed as a source of rapidAf

solutions to production bottlenecks 1n establlshed small farmer{

agrlcultural systems, ;



_CHAPTER: FIVE .
“TECHNICAL ASSISTANCE
TEAM . LEADERSHIP

Much of what follows ln thls sectlon of the evaluatlonwnhi

hinges dlrectly on the ch01ce of a new chlef of party COP)

Koehn's prospective successor (Sargent) has part1c1pated' n
the evaluation. Without prejudglng the dec151on elther‘way,'
two points should be made regardlng the COP s role in the fﬁfﬁf

project, to set the stage for a dlscu551on of technlcal ass;s-f

tance requirements. -

The first point concerns prOJect management and the divi-

sion of responsrbllltles w1th1n the Progect Managemen' Unit
(PMU) While the contract holds DAI's ch1ef of partytaccountf;
able for the substantlve content dlrectlon and coordlnatlon ‘
of prOJect activities, thls is an 1mp0551ble mandate unless ‘

that individual is largely free from day-to-day admlnlstratlve
and financial details. Leadershlp and guldance for the DAI/MM

team, and through them, for thelr Zalrl\ counterparts, pose |

enormous demands on the COP. Freedom fromﬂthe‘day-to-day

admlnlstratlve tasks requlres a w1111ngness'a"‘competence



exp11c1t d1V1s1on of labor w1th1n{the PMU.e Only 1n the past~ }i

elght or n1ne months has an acceptable and formal worklng
'arrangement been clearly deflned The results have been posi-*,
tlve,‘and are reflected both in the performance of the outgolngi

COP and in the exlstence of a functlonlng management system

that can be handed ov*r qo h 'isuccessor.

ﬁ?Theisecond”'oznt*concerns the management*and“usefoflln--”f

formatlon 1n‘a}progect[wh1ch5has not yet'generated‘analytlcal

results (or even descrlptlve reports) onuafpa ‘1thlexpecta-

tlons. The;new IOP w1ll have to focus hl

problem, and a strong background 1n agrlcultural

w1ll beulndlsp;nsable. Formal, structured usesland ‘re;;

tlons ofﬂdata are needed to 1ntegrate a. proyect that-presently

ress has been made -- e. g.,‘w1th,production estimates for

1979 80 as compared w1th thos fo“ 1978 79 -- the process must?;

be greatly accelerated by:theynew COP -




’%‘mhe Progect Paper called for a. four-person’team from;thejf

prlme ccntractor, w1th four other p051tlons 1n the Infrastrucéﬁ

ture subsystem to be fllled throughaa subcontract or d1rectly ﬁ

by AID through personal contracts. The pr1me contractor s l,;f

team was to con51st of-

o A Deputy Project Director with a strong back-

o ground in project management, agricultural
~economics and data collection and analysls,
,who would serve as COP; ‘

“QA An Ass1stant Director for Admlnlstratlon and o
Finance, with a background 1n accountlng and‘ :
an. M B A.,‘ : S S .

° ;An Agronomlst w1th a small farmer or1entatlon
and experlence in d1rect1ng extenslon programs,‘
and e N ; TP

e A Rural Development Speclallst w1th econom1c5?9
tra1n1ng and experlence in marketlng and c -
operatlve development e o e,

All four 1nd1v1duals were expected*to:be fluent in’ French’ with

would be at the1r pos,

vsprlng of 1977.¢_g}fﬁ

o
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establlshed in the progect area untll January 1978,.and‘theA :

Agronomlst slot was not fllled untll June 1978 By that t1me,

USAID and DAI had added three p051tlons to the contract team-?p

° A Project Support Officer in Kinshasa tdffﬁ',
handle logistical demands far beyond the
capacity of USAID (filled in June 1977),5

° A Pilot/Mechanic to fly and maintain a . o
single-engine plane purchased with counter-vf
part funds for pro;ect use. (staffed 1n May;gﬁ
1978); and L . PR

° A position for ‘a Women S Rural Development
.Specialist (filled for six 'months in 1977- 78
and vacant since then except for several TDY
personnel). v CEle
While the original plan. called for each DAI advisor to o
divide time between several subsystems, team roles have evolved‘
towards more specific one~to-one counterpart as51stance. Two
subsystems which lacked 1ntens1ve technlcal guidance were o

Marketing and Credit and Communlcatlons (the 1nformatlon sys-

tem). A 301nt advisory posltlon for the two was created and

filled in late 1979. A Peace Corps volunteer a551gned toﬂif{

Intermediate Technology from 1977 79 returned for a second‘y:

tour (through November 1981) as: adv1sor to that subsystem s
chief. These two additions brought the DAI team to nine (W1th
the Women's RDS posltlon vacant), and the full Amerlcan team <

to 13, counting four MM personnel asslgned to Infrastructure.p

The technical asglstancefteamgserviﬁéfSiﬁée7ﬁﬁégéﬁaéﬁi6f?

devastating setbacks. A functioning project exists where many
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peOple had predlcted that nothlng could ever be accompllshedl

' However, in certaln types of technlcal skllls, and 1n he capa—ﬁ

c1ty for knowledge transfer, the team has had obv1ous llmlta-?

tions. The main problem areas can be summarlzed as follows-ﬂ

[ The team has been def1c1ent in the agr1cultural
expertise needed for a sound research program;

° Skills in economic analysis have been lacking,
until the recent recruitment of a Marketlng/ '
Information advisor with limited experience; and

] The Infrastructure subsystem has operated w1thout
a senior, qualified American englneer on 51te 1n
the first three years. s S

The effect of these shortfalls has been compounded by the dl

inexperience of PNS' Zairian staff, .and by 1nadequate attentlon7~

to the training function for which each Amerlcan is’ respon51ble'
in the project. The views of Zairian staff on this subject are

consistent from one subsystem to another, i.e., they feel that

they have received little spec1f1c, structured on-the-Job traln-

ing. Disappointment runs deep w1th some who belleve they lost

the chance for overseas tra1n1ng whlle belng retalned in a pro:-f

ect where they have had to fend for themselves, rather than re-f}

ceiving intensive, high-quality technlcal a551stance.{_

The project is badly 'in need of speclallzed skllls from
the American personnel who will work in. it over the next three :

years. Agronomy, economics and englneerlng have been cited as f

critical skill areas -- with the: first p051ng both the greatestﬂ

needs and the greatest difficulties in recru;tment.q But the
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aflcatlon for sustalnlng'a large;Amerlcan;teamjln; he' project::

‘TEAM DEVELOPMENT'

Because of the d1verse personalltles and backgrounds thatidﬁf

1nde1dual techn1c1ans br1ng to a progect, the bulldlng of a:”

team, ln the true sense of the word ankbe ‘a. formidable task.f
With the flrst generatlon of DAI/MM;personnel working in PNS,g
confllctlng personal styles and agendas 1nterfered w1th communl-f
cation. Few had any 1nterest in d1scu551ng the broad develop-tfﬁf
mental issues wh1ch the: project ‘was des1gned to address, and

many were skeptlcal of each other s competence,'motlvatlon and

usefulness to the project. There is no doubt.that thewlsolatlon

of the project area and the condltlons of stress and uncertalnty

resulting from external events (the Second Shaba war, the 1979"£

flood of the: Lualaba Rlver, shortages of fuel and/or materlals)ﬁ"

had further negatlve effects on team 1nteractlon.u~

These problems are not unlque to Project North Shaba, of"if

course, nor -does thls ‘mean that team members never cooperated’fi
in carrylng out: the1r work But the costs of pronouncem”' ai-
v1duallsm on a technlcal a551stance team are: especlaliy hlghnln;
an 1ntegrated pronect such ‘as . PNS. Tbere were two serlous con-,

sequences:,



'@  The efforts of DAI/MM staff were not well |
- coordinated, with the result that subsystem
interdependencies remained weak; and

] Zairian staff received conflicting signals .

and did not always know what 1nstructlons o
they should follow. . . o

The latter problem was aggravated when 1nd1v1duals\on the

DAI/MM team publlcly CIlthlzed one another._{thff?f”’:"

Za1r1an staff had thelr own terr1tor1al concerns (subsystem v

subsystem) and problems of mutual d1strust and lack of confl-ml

dence, and that many of them were struggllng w1th new and'un- j

familiar respon51b111t1es, the percelved 1ack of solldarlty‘m

among the Americans made work conslderably mor° dlfflcult j}

The changeover in DAI/MM personnel that w1ll occur dur1ng

1980 does not automatlcally ensure that a more cohesive team

will emerge. Even w1th new 1nd1v1duals who are "team.players.

by nature, a collaboratlve approach Wlll requlr ftlm

conscious effort, espec1ally from the new COP. A cont1nu1ng

dialogue w1ll be needed about progect objeotlv s,.the methods E

used to reach them, and the tradeoffs 1nvolved 1nveach;dec1sionﬁ

that is made along the way. But the potentlal leverage for
drawing the DAI/MM team together 1s greater now than at anVHpnﬁf

time since the progect was started



' RECRUITMENT | STRATEGY.

Hind51ght 1nd1cates how unrfallstir S

in speci ying personnel requirements fo PN 4and 1n_assuming

that an ample supply of multi-lingual multi-talented techni-h“

i

01ans was available and w1lling to work 1n eastern Zaire. 4_

drawbacks of the project's location loom even larger now than

they dld four years ago. The expan51on of team size “ y'i:jnfil

greater spec1alization in certain p051tions than was origiﬁally

c« :

foreseen- ’1n theory, 1t should allow forrseasoned 1ndiV1duals

with proven skills, overseas experience,’and a fac1lityﬁfo

languages, without spreading any one adv1sor too thinly acrossﬁ

several different jobs.

But we also know that 1deal candidates forithe demanding j

ments under his belt, 1n the 35 45 age rangef'who 51mply cannot

be found. Why not? Family respon51bilit1es, particularly‘ o
children's education, may rule out a posting 1n Kongolo, or
such a person may have determined that the time has comeﬁto get

out of overseas deve10pment work altogether.,

To make up for time lost 1n implementation delays and 1n-

adequate work 1n agricultural research and extension,

much greater need for spe01alists at this pOlnt than,for:



generallsts,ﬁﬂiheiﬂhanglng technlcal ass1stance requlrements

as the progect evolved were not ant1c1pated;1n thei,rogect
Paper.; For that matter, the phas1ng of d1fferent comblnatlonsy
of skllls over a project's llfe cycle has been v1rtually 1g-f”’
nored in the development llterature.: (Perhaps PNS, because of:
its unusually long duratlon, offers the best example of how
1mportant such phaslng~can be,_andfw1ll serve‘to,;llumlnate:

this subject).

~Can the speclallsts be- found? The 51gns are fa1rly hopeif
ful on most fronts, w1th the gravest doubts handlng over the ’
Agronomist p051t10n. French (or a capac1ty to learn it |
rapidly) is essentlal for knowledge transfer; solid agronomlc
credentials are essentlal for 1nfluence and credlblllty w1th
the Zairian staff, and ‘a- concern for small farmer productlon

behavior 1s essentlal for a senslbleadaptlve research program --5

now so obv1ously lacklng., The need’for a sustalned, hlgh-qualltyf?

effort over thre: years (through:Se tember 1983) argues forfcare #

and thoroughness 1n selectlon, ratherfthan a rapld d601510n on

the flrst plaus1ble person who volunteers for the jOb l

Recrultment for the RDS posltlons appears less dlfflcult,

although the llkellhood of plac1ng a husband/w1fe‘team 1s lower

thay that of 1dent1fy1ng two separate 1nd1v1duals,

RDS %lot can probably be fllled f1rst, and delay should'be

gh

1 An agronomist carr1ed out a. slx-week TDY ass1gnment with PNS

in Septejber-November 1980, and: returned. to the U.S. for: language;

training prior to permanent a551gnment in North Shabaf
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mlnlmlzed due to the departure of - the or1g1nal RDS (Grosz) and
the Zairian chief of the Farmer Group Development subsystem l‘

(Bonanl) The Women s RDS pos1tlon w1ll requlre a person w1th

practical (as opposed to solely academlc) experlence, to date,i
research priorities have been emphasized by TDY personnel w1th-'

out giving Zairian women in the Farmer Group Development sub-“l

system anything concrete with which to work.

Longer lead time is available in recru1t1ng a full t1me
advisor for the Marketing and Credlt subsystem.‘ a»two—year :
position as advisor to the subsystem can only_be«justified
when USAID's 025 marketing loan becomesaoperational. .The"4ﬂj
grain trucks provided under the loan maysnotlarrive‘infﬁorthf
Shaba until late in the 1981‘marketing‘campaign._ Thus a tour

from mid-1981 to mid-1983 seems approprlate. In the meantlme,

the adv1sor now concentratlng on Informatlonm(Gold) can cont1nue

assistance to the subsystem in: the . area of data,ﬂollectlon and.j4

analysis.

"MM's recruitment efforts for the two Infrastructure p051-l
tions being vacated in August 1980 are proceedlng, w1th a‘
qualified civil engineer from the home off1ce now slated to
fill the senior p051tlon. Both new 1ndiv1duals must be pre;

pared to apply themselves to learnlng French, and PNS must rer

cruit a full- tlme languagealnstructor (French and Swahill) to¢g

be on site in Kongolo by August

1 mhis position was filledgin“QCtoher:lgaﬁg
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Taken as a whole, DAI/MM will have a young team worklng
in PNS over the next three years. There w1ll be obv1ous

limitations because individuals will be short on experlence;ﬂ

and their decisions and advice will reflect this. But motlva—lbx

tion, language skills and a commitment to training counterparts,

can outweigh these limitations, provided that project act;v1t1es;

are integrated,giving structure to each technician's aésigﬁméﬁt;
To be truly effective, the team must be anchored by tﬁféé~ké§j
personnel whose inputs are crucial to the project-f the chleff
of party, the agronomist and the senior englneer who w1ll co?h

ordinate Infrastructure activities.

SHORT-TERM ASSISTANCE

To date, the project has received: a large amount of TDY i

a551stance, which has been hlghly varlable,ln 1ts,qua11ty andr
impact. Three types of TDY 1nputs can be dlstlngulshed{
[ Potential candidates for long-term positions
' on the team, who spent four to six weeks with
the project; -

® Specific problem-oriented assistance on tech~
nical issues affecting one or more subsystems; and

® Visits by DAI and MM home office representatives
to assist with project management, in general, and
with the Information (DAI) and Infrastructure
(MM) subsystems in particular.

A candid assessment of the experlence to date leads to

several conclu51ons. The first category of TDY has served as
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a useful testlng mechanism for personnel, though 1t d1d not i
generate a "product" (i.e., a document subsequently used by‘
PNS staff) from the 1nd1V1duals concerned Where maJor un-
certainties about a long-term a551gnment ex1st on the part of
the individual, the PMU, or both, thlS TDY mechanlsm 1s worth
the time and expense. But experlence 1nd1cates that 1t should
not be used unless the chances of a successful long-term placee

ment are substantlally greater than250rpercent,

The second category of TDY.has»not°been‘utili£ed to its‘
full potential, nor as early 1n the 1mplementatlon process as
it should have been, although the "products" do exlst and can |
serve as the basis for future work.} (See the reports by Humpal,
Whitcomb, Lockhart, Gamble and Llndblad - although the last of
these is technically the least sound ) The chlef problem lay
with DAI's (recently departed) agronomlst who re51sted out51de

assistance, and with certaln Zalrlan staff 1n the Research and

Extension subsystem. Profess1ona1 1nsecur1ty and a dlstrust of
outside experts" dlluted ‘the 1mpact of thls a551stance --7ﬁfﬁlj?
1ndeed, it had to be 1mposed on the subsystem by the PMU, w1th

firm pressure from DAI.

Specialist TDY ihputs are Vefy eﬁpensiye3ﬁ an 1nd1v1dua17
consultant's salary, expenses, materlals for work, etc. can
easily exceed $10,000 per month. Are they worth contlnuing?'f

The answer is yes, provided that the long—term DAI/MM technl—j

cians are both capable of sensitlzlng the1r Za1r1an counter—jf

parts to the value of such a551stance, and of translating thef
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results into a program that the staff can lmplement; The need
remains greatest in the Research and Extensron subsystem. At p}
a minimum, the recent work in soils, entomology and plant J}
pathology should be financed to completlon. ~Undoubtedly,a
though, further TDY inputs will be identified overvthelnert

two or three years, and these should be budgetedkin thelbroieCt g

Paper revision.

The third category, 1nvolv1ng DAI and MM home offlce per-
sonnel on a perlodlc basis, has proven useful in crlsls manage-'
ment (especially in PNS' first 12 months), in strengthenlng B
field/home office dialogue (though thls remalns subOptlmal), 1nn
sustaining team morale, and in prov1d1ng an overv1ew to those
.deeply immersed in implementation problems. There are lessonsg;
too, in what this type of TDY has not been able to accompllsh,
specifically for two subsystems:

° TDY assistance to the Information subsystem

(by Barclay) was a poor substitute for ongoing,
intensive work by an advisor who should have
been recruited at the start; and

® Periodic management assistance to Infrastructure

(by Morrison) could not bring about sustained

improvements in the day-to-day operations of the
subsystem.

The technical assistance strategy for the remalnlng years

of PNS reflects these conclus1ons, insofar as a large lo g-ﬁ5>«
term team is programmed ‘'with empha51s glven to areas that have
been weak. Continulng home offlre 1nvolvement through TDYs 1s

an important component of the strategy. Given the heavy
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turnover in personnel occurrlng thls year, he future avall-ff

ability of Koehn, as a permanent DAI staff member, w1ll be a;

major resource for the team that carries on the pro;ect.

LOGISTICAL SUPPORT

It is not possible to deal with thls subject 1n great

detail, but several recommendations are presented basb_f'“

observations and discussions with team members.

First, the Kinshasa Project Support Offlce has proven toff
be crucial over the past three years by prov1d1ng a capac1ty
that neither USAID nor the GOZ Department of Agrlculture has.'
Since mid-1979, the addition of a second progect (INERA) to ffp

the work load, at USAID's request has cut 1nto the support

PNS would otherwise have recelved But 'eyondithls extra re-_;

sponsibility, problems exlst in the/quality;of upport the

establishment and handllng of prlorltles and the frequency of“%
reporting to the field team, USAID and DAI/MM.? These requlre :
(and will receive) the immediate attentlon of the COP on his |
forthcoming trip to Kinshasa, and followup when the ADAere-
turns from vacation in July. While superv151on by remote con-m
trol from Kongolo is dlfflcult, the Progect Support Offlcer
(PSO) is not dlrectly accountable to USAIDV-— he works for the

PMU, and 1s ultlmately respon51ble to the DAI chlef of party.a
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Projected commodity requlrements for PNS are substantlal
through at least mid-1982, 1ndlcat1ng that the PSO pos1tlonin
should be staffed for the next two years. Greater account-
ability, and hopefully better performance, can be obtalned o

with the following measures:

o Immediately reinstituting the end-of-month
Kin&hasa "Situation Reports" which were.
discontinued some time in 1979;

e Maintenance of a complete, detailed 1nventory
of all equipment and supplies currently held
in Matadi and/or Kinshasa, with hard copies
sent to Kongolo every month and radio updates
to provide the PMU with a basis for scheduling
shipments by container or cargo flight;

® Immediately reinstituting regular Procurement
Status Reports from the DAI home office
(currently irregular) to reach the PSO by
telex before the end of each month; and

® On a gquarterly basis, following the schedule
for Project Technical Committee meetings (see
Chapter Three), the COP or another member of the
PMU should visit Kinshasa and review the per-
formance nf +ha PN Aivina ascedietanma whawra

needed.

Shortages of zaire funds have forced postponement of sev-*d

eral cargo flights (as well as railroad shlpments) durlng the:iﬁ

past twelve months. It is strongly recommended that the *d
1980-83 PNS budget include dollar fundlng for at least elght
DC-4 flights to Kindu (if not Kongolo), w1th flex1bllity ln,Qn

scheduling to fit the arrival of pro:ect commodltles and the

urgency of need as defined by the PMU It 1s assumed that most,

€ =ot all, of these flights would be used by September 1982



through m1d 1982 Thekdﬁ

one or two years follow1ng home leave' 1f he remalns only one

year, he w1ll be replaced by a new person on a 12-month con__x

tract startlng 1n mld-198115

TIMETABLE FOR 1980-83

The”accompanylng chart ‘shows the‘proposed'timetable “for -

long-term techn1cal a551stance over t

the flnal year (0ctober 1982 through Septemberd1983) the DAI/MM

’team w111 have been phased down to thh‘follow1ng p051tlons-f:

‘®  Chief of party and Advisor to Project Director;
1o‘ Agronomist:
‘. Marketing Advisor (completion of 2-year assign-

ment coordinated with the 025 USAID loan); and

° Equipment Maintenance Specialist providing
assistance to OR and possibly developing
maintenance programs for merchants involved
in the 025 program.




‘| project -
| Component” .

Title

9/80 9/81

9/82 9/83

| emu

ijCQP/Advisor to P.D.

_;1ADAEk

- PSO/Kinshasa -

| - Pilot/Mechanic

f,inf¢€sy5tem AdViso#l_;f

Three~year
‘As§igﬁmentfends 6/81%*

Assignment

assignment thru 9/83.............. .00 ... ..

endS 12/82. *esecs e .- s ee . . f{:’" oo PR

‘1§ASsi§ﬁ@éﬁfvends 9/82....:;é1,.iQ;;;f;;§§;;

| Research &
.| Bxtension. .

- Agronomist

| Three-year assignment thru 9/83..

“Farmer

Group

Developmehéi f?Wbﬁé@j;beéﬁ

Intermediate

_ Advisor
TeChnology I SRR

Marketing & .
“Credit o

| Infra-
- |-structure .

- Coordinator

—_
=

Zavip. mate. Spectse

 Road Const. Spec'st -

_Assignment ends 9/82

‘Rssignment ends 9,82

' Bridges/Bldg Spec'st

‘ff*”QProposed extension through 6/82 under consideration by USAID and GOZ.

** Contingent on implementation of USAID Marketing Loan 025.
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Using USAID's current rule of thumb for total costs per
person-year, the addition of the 1982~ 83, w1th four '

technicians remaining with PNS for most or all of that year,“

will add about $500,000 to the dollar budget for the pro;ect.};

In practice, however, costs per person-year w1th PNS have been‘

con51derably below USAID's norm, and the total cost‘of'the 1f?<

additional year to the U. S. Government 1s llkely to‘begwellﬁ

below $1,000,000.
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CHAPTER SIX
SUMMARY OF FUNDINGS AND RECOMMENDATIONS'

The f1nd1ngs and recommendatlons of thls evaluatlon are

presented in two sectlons-' f1rst those pertalnlng t07pros- gk

pects for startlng a self-sustalnlng rural development rocess

in North Shaba; and second those pertalnlng to lmplementatlon

performance,‘emphasleng those elements of the progect whereng

changes are required.

PROSPECTS FOR DEVELOPMENT IN NORTH SHABA

Two central concerns in this evaluatlon were whether
self~-sustaining development 1s 1ndeed possmble in North Shaba,;
and whether the likely beneflts from a major productlon progect
are worth ‘the costs. The follow1ng flndlngs relate to these '

two key issues.

The most p031t1ve aspect of th1s project 1s that 1t 1s
located in an area of hlgh agrlcultural potentlal The SOll
conditions and climate, espec1ally rellable ralnfall favor
the introduction of 1mproved hlgh-yieldlng technologles.
Furthermore, the market for malze 1n South Shaha and Kasai

Oriental is large enough to absorb any productlon 1ncreases
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that are likely to be achleved 1n the next lO years. At the L
present official exchange rate, North Shaba malze lS sllghtly
more expensive than lmported malze,.but lf the open market
exchange rate were. used North Shaba malze could easily compete
w1th 1mports. Slnce malze Ais currently more remuneratlve than

_other crops and enjoys a larger market, rt should continue lf d

to be the basrs for any program to achleve self-sustainlng

development in the North Shaba area.:

On the negatlve srde, there are three constralnts that f
will seriously limit the development impact thls prOJect can

have in the short to medium term. These are:

° Macro-economic conditions in Zaire. Zaire's
economic problems affect all development
act1v1ty, especially small farmer production
projects. All commodities are in short supply
and the transport system to remote areas is
deteriorating steadlly. For North Shaba this
means that certain inputs needed to increase
small farmer productivity, such as fertilizer,
cannot be obtained on a regular basis. Also,
commodlty shortages make maize marketing more
expensive and limit the quantities that can be
shipped to South Shaba. Trucks, spare parts,
fuel and burlap bags are in chronic short sup-
Ply, and the railway link between North and
South Shaba urgently needs maintenance and
repair. In short, even if a high~-yielding new
technology could be introduced to small farmers
in North Shaba, widespread adoption would be
limited by the lack of agricultural inputs and
constraints on marketing.
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o GOZ_Price policy. The achievement of increased
' maize production is hampered by GOZ pricing
policy, which seeks to keep consumer prices
as low as possible without completely discour-
aging domestic maize production. If prices
were decontrolled and the zaire were devalued
by 50 percent (which would be justified in
terms of Zaire's balance of payments), producer
prices in the North Shaba area would rise far
above the present level. This would increase
the profitability of maize production and
provide incentives for on-farm investments
and adoption of new farming practices needed
to achieve large increases in production.
Until producer prices are increased, farmers
are likely to adopt only those new practices
that involve a minimum of risk and a minimum
of change in their farming systems.

) The low priority of small farmer agriculture.
Introducing a new agricultural technology to
large numbers of small farmers is difficult
under any circumstances. It is made more
difficult in Zaire by the low priority accorded
to small farmers by the GOZ. Because scarce
funds, commodities and skilled personnel are
allocated primarily to heavy industry, heavy
infrastructure and large-scale mechanized
farming, it is especially difficult for small-
farmer development effurts in remote areas to
overcome the implementation problems common
to all rural development programs and the
macro-economic problems particular to Zaire.

Looking to the future, significant improvements ip;££g§;;
conditions are unlikely. Zaife's economic prpbiéﬁsféréidgééé}
rooted, and even if the GOZ weré wi11iﬁ§_fo £§k§;ﬁﬁérétéps:
necessary to solve themf--‘thcﬁ'itiisjﬂbﬁ';;nit}ﬁdula.bef‘
years before tperé woﬁid be éﬁ§jai§éé?ﬁib1é,iﬁbactin‘the  
project area. The same applies to the GOZ's agricultural

policies. Major ﬁolicyibpaqgéﬁ*Sﬁéhfagﬁéfshift;iﬁyéfibriﬁy}
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from large mechanlzed farms to smallholdlngs, or-a‘reorlen;f
tation of agrlcultural prlclng pollc1es from consumers to
producers, are polltlcally dlfflcult and are usually taken
only when there are no alternatlves.« Thls 1s not yet the

case in Zalre..

The major 1mp11catlon of these f1ndings 1s that regard-‘
less of how well the pro:ect meets 1ts ownfimmedlate objectlves,
it cannot achleve a large 1ncrease in agrlcultural productlon
and farmer 1ncomes in the foreseeable future. In fact, 1n
purely economic terms the beneflts 11ke1y to be der1ved from
this project dur1ng the next ten years are much below what
would be needed to obtain a posrtlve rate of return.{ Although

this argues agalnst a large-scale productron-orlented project,

the agrlcultural potent1a1 of the area and the needs of the

rural populatlon justlfy some type of development activ1ty.

What is needed is a project that 1ncreases the ab111ty
of small farmers to maximlze the1r productlon w1th1n ex1sting
constraints, and lays the groundwork for major 1ncreases 1n
production should macro-economic condltlons and government
policies 1mprove. Such a pro:ect 1s very s1m11ar to the one
Proposed in .the orlglnal PrOJect Paper, bUL wlthout the'fid
ambitious production targets. Whatever development program
lS 1n1t1ated should be de51gned to be as self—sufflclent as

poss1ble, since very llttle sustained f1nanc1a1 or. manpower
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support 1s llkely t&\?e forthcomlng from the natlonal govern-

ment

Thls means thait the lnterventlons funded under*thlsef

'~an exten51on program involving local farmers as muc

'pOSSlble, and a farmer org nlzatlon act1v1tyﬂto show‘the o

local populatlon how to work together to market thel'ngoods;”

ma1nta1n thelr roads, obtain- credlt and perfo m othe: economl‘ﬂ*

functlons w1th a m1n1mum of dependence on out51de‘1nst1tutlonsni
At the same tlne that a pro;ect of th1s klnd lS be1ng lmpl‘
mented, USAID and other 1nterested donors should put as much
pressure as possible on the Goz to make 1ts agrlcultural

policies more conducive to 1ncreased small farmer productlon.,

Such changes in pollcy would do more than ‘anything elsej oﬁ
get a self-sustaining development process started 1n North

Shaba and other parts 1n Zalre.

IMPROVING PROJECT IMPLEMENTATION

Apart from the overall prospects for development ln
North Shaba, the evaluation 1dent1f1ed shortcomlngs in progect
performance that must be addressed.' Flrst and foremost,,serlous
deficiencies were noted in the agrlcultural research and
extension subsystem, requlrlng a major Shlft in approach.

Secondly, 1mplementat10n problems were dlagnosed and solutlons
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proposed, in the area of technlcal asslstance recrultment, S
the. GOZ flnanclal support systems, and methods for deallng :f
w1th commodlty shortages.‘ These flndlngs and recommendatlons

are;summar;zed below.

Agricultural Research and Extension

As of mld-l980 thls subsystem was based almost'exclu-l?f,*

sively on: promotlon of a technlcal package for malze productron‘

that was developed by the Natlonal Malze Program (PNM) and V‘}Af

tested in other reglons of the country., The research program ‘f

was orlented toward demonstratlng that the PNM package 1s

superior to exlstlng practlces and should be accepted by small

farmers 1n North Shaba, and the extenslon program dlssemlnated

the package at the farm level. Th1s approach has two 1mportant

shortcomlngs. Flrst very llttle attempt has been made to
understand exlstlng farmlng systems, and second there ls no
systematlc effort to adapt the PNM package to condltlons ln |
North Shaba. The result of the agrlcultural research and
extension act1v1t1es thus far is that farmers are acceptrngdﬁ
the improved malze Varlety but not the recommended practlces.
Plans are to contlnue promotlng the full PNM package on the

assumptlon that the only reason why the recommended practlces

not been accepted lS that the farmers need more convrnclng.

This subsystem should have been 1mplemented ln stages,;ff‘

which was the approach advocated ln the Pro;ect Paper. Flrst,h
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there should 7ave been a basellne survey of exlstlng farmlng

systems to determlne what farmers are d01ng and why Second,
there should have been a research program orlented towards the
needs and p0551b111t1es in North Shaba. Thls means, for
example, thatflnstead of testlng and demonstratlng thefPNM~
package ln toto, the research staff should have conducted |
tests with and w1thout fertlllzer (whlch ls not avallable),"
and with and w1thout the second and thlrd weedlngs, whlch

farmers seem reluctant to accept.q Also, there should have

been a systematlc program of fleld trlals in both savannah
and forest areas. The thlrd stage should have been the
extension of one or more packages of practlces tested in the‘k

area and based on an’ understandlng of ex15t1ng systems.;g,

In retrospect, it seems clear that the agrlculture sub-
system promised to do too much too soon.k leen the lack ofligf
knowledge about farmlng systems 1n the pro:ect area and an v
agricultural staff that was not tralned to do adaptlve | |
research, it was not feasxble to achleve the planned productlon
targets during the llfe of this progect. The flrst three'
years should have been limited to farmlng systems research, “g
institution-building and carefully monltored fleld trlals. o
Had this been done, the project today would be much closer to
having a sxgnlflcant and lastlng 1mpact on small farmer pro-,
ductivity and lncomes throughout North Shaba. What needs to

be done now ls to recrult a production agronomlst and an w%f? .
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agricultural economlst -and begln reorlentlng the Za1r01s |
agr1culturalvstaff Much has been learned about what needs
to be done 1n the progect area, and most organlzatlonal
arrangements have been put in place.: Thls should greatly \
reduce the lead tlme before concrete results can be ach1eved
It must be emphas1zed however, that unless thls subsystem gd
is reoriented and rev1tallzed the progect w1ll not succeed
in achieving its objectlves of 1ncreas1ng farmer incomes or

in starting a self-sustaining development process.

Technical Assistance

A high quality of technical asslstance is essentlal for'
the success of this project -This ls because l) there ls

presently almost no lndlgenous capac;ty ln Zalre to carry out

integrated small farmer productlon projects, and 2) the,;f
participatory approach ‘to rural development on Wthh thlsv
project ls based requlres careful. plannlng, organlzatlon
and continuous redesign durlng the early stages of lmple?

mentation. DAI did remarkably well in flndlng personnel who

were well motivated and able to adapt to dlfflcult condltlons.

However, the team has been serlously deflclent 1n certaln
technical skills and has suffered from a general lnablllty
to transfer knowledge to local personnel The most crltlcal

staffing needs are:
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° -A production agronomist. It is no exag-
geration to say that virtually no progress
has been made in setting up an ongoing
adaptive research and extension program
for North Shaba. The existing program
consists almost entirely of extension
agents promoting the use of an improved
maize variety, along with certain farming
practices recommended by Zaire's National
Maize Program. This activity represents
a traditional top-down approach to ex-
tension and could have been (in fact was)
carried out without any technical assistance
from this project.

o An agricultural economist. What this project
needed from the beginning was a farming
systems-oriented agricultural economist, to
gather baseline data and set up an information
system to monitor the socio-economic and
production impact of project interventions.
These activities were not carried out system-
atically; as a result, the project has made
almost no progress in identifying farm-level
constraints to increased production. A junior
agricultural economist was hired in late 1979,
Because of his limited experience he will
require strong supervision, preferably by
the new Chief of Party.

° A senior engineer for the infrastructure sub-
system. A qualified engineer with experience
in developing countries would have provided
the direction necessary to cope with many
implementation problems faced by this sub-
system, and would have upgraded the quality
of knowledge transfer. The feeling of the
Zairois staff in the subsystem is that they
have learned very little from their U.S.
advisors.

Overall, the quality of technical assistance provmded has
not been adequate to accomplish project obJectlves.\ An es-‘
sential precondition to the contlnuatlon of PNS is: that all

of the team members should speak French; much greater attention

A\
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must also be given to Swahlll, presently spoken only by two
of the adVlSOIS to the 1nfrast1ucture subsystem. It w111
be difficult to find new staff who meet all the crlterla
enumerated above, since North Shaba 1s an exceptlonally v
difficult post to recruit for. But every attempt must be
made to identify candldates capable of 1mprov1ng DAI/MM'
technical assistance inputs, since the project has been

adversely affected by weaknesses in the effort thus;far.

GOZ Budgeting Efforts

Except for the initial disbursement of funds 1n 1977,
GOZ funding of local costs has experlenced contlnuous delays
and shortfalls. The most critical perlod was 1n 1ate 1979,
when the project was fully staffed and ready for a major
effort in road construction, and, constructlon of fac111t1es

"

for the agricultural research and extensron subsystem. The

‘lack of fundlng from the GOZ caused largehlayoffs, halted

the work of the 1nfrastructure subsystem and effectlvely
immobilized the agricultural exten510n and farmer group -
development staffs. Aside from tremendous disruptions at

the time of the funding shortages, the lack of GOZ supportk
results in long-lasting drops in morale and makes it impossible

for the project to gear up:to fulldcapacity.
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Unless this problem is resolved the pro:ect w1ll functlon
at well below its full potent1al and 1ts development lmpact ’
will be reduced correspondlngly. Slnce 1t ls certa1n that |
the GOZ will continue to face strlngent budgetary constramnts, f
adequate financial support for the project will requlre con-s i
tinuous special efforts by the PNS management, the Mlnlstry _
of Agriculture, USAID and at times the U, S Embassy. Before‘d
a new Project Agreement is signed, the USAID MlSSlon w1th [a¢¥‘
assistance from the U.S. Embassy should negotlate new pro-dﬁ”;
cedures for disbursing GOZ funds. Steps should also be taken,?”

to decrease the dependence of the project on: the GOZ capltal -

budget (Budget d4' Investlssement) and to 1ncrease the propor-ffz

tion of funding from cOunterpart Funds, over whlch the U S.,.if

has some control.

Commodity Shortages

The 1nfrastructure subsystem has been serlously hampered;
by the lack of cement, fuel and spare parts. COmmodlty 1
shortages have also had a significant adverse lmpact on.
marketlng of agricultural crops. It is becomlng lncreaSLnglyd
difficult for traders to obtain trucks, spare;parts,,fuelkandy
sacks. Only those few large traders with access‘to saaiéef;if
commodities can operate, maklng the marketing system less |
efficient and competitive. As noted above, these shortagesdl

are attributable to deepseated macro—economlc problems that
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w1ll not bewsolved 1n the ioreseeable#future'_fConsequently,‘.

1t can be expected that pr\ ect performance7w1ll contlnue

to be adversely affected‘by the lackfof keuacommodltles‘”y

“all posslble sources of supply and malntalnlng contacts w1th

vGovernment agencles 1n Lumumbashl and Klnshasakthat are

AN
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ANNEX A

NOTE ON THE ECONOMICS' OF FERTILIZER USE
IN NORTH SHABA

Attempts to assess the economics of fertilizer use in
‘North Shaba are hampered by the side variations in the re-
- search results to date and the lack of experience with its
use on farmers' fields. If the extremes are eliminated from
1979 demonstration trials, it appears that yields increase
by 50 percent as a result of improved seeds and a further
100 percent increase is achieved when improved seeds are com-
bined with modern practices and fertilizer. On farmers'
fields it has been found that improved seeds increase yields
by an average of 25 percent and there is no statistically
significant impact from modern practices. This suggests that
even when farmers accept modern practices they do not follow
them rigorously. This has been confirmed over a period of
several years in the FAO maize project in Kasai. ;

For purposes of calculating the economic returns £Qi¥T;f
fertilizer on farmers' fields, the following assumptions are
used:

1. vYields using traditional practices and -

;loca'l se'eds_: T e .

1.0MT/ha -

2. Yields uSing«ﬁraaitippé;}bféﬁtic

improved seeds: ..

improved seeds:

3., Yields using some modern practices’anc

4, YigldeuSing some modern pracﬁicéé;{im:

proved seeds and fertilizers: . = i =
. a) assuming 60 percent yield’incregseT

~ over (3) ~ 2.25MT/ha
b) assuming 70 percent yield increase ,
over (3) ‘ 2.4MT/ha

The 60 and 70 percent increases in yields attributable to fer-
tilizers (rather than 100 percent as found on PNS demonstra-
tion fields) reflects (a) the fact that not all of the improved
practices used in the demonstration fields will be accepted by
farmers; and (b) farmers will not be as efficient in using
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fertilizers as DOA staff are on demonstration plots. The 70
percent increase in yields implies a production increase of

1 MT/ha. This increase has been obtained on farmers' fields
under the FAO fertilizer program with close supervision from
extension agents. For the purpose of projecting benefits from
PNS, it would be reasonable to assume that yield increases of
one metric ton/hectare or more would be obtained by farmers
after five years of experience. The above yield assumptions

are converted into farmer incomes using three alternative prices:.

1. Official producer price in Shaba . 2450/MT
2. The economic market price based on
the cost of imports using_an ex- R
change rate of 86 = $1.001 8800/MT

3. Kasai open market priée assumed by B
the World Bank for its maize project 21,000/MT

The results are shown below:

'RETURNS TO FERTILIZER USE
(Zaires/ha) :

Production’ increase from the o o R L

use of fertilizer: ~ (850kg./ha) ©383. 1680 (850
(1000kg. /ha) 450"  .800 1,000.

Cost of fertilizer: 200kg./ha at -

21.5/kg. in col. 1 and shadow Y - o N

price of £2.25/kg. in col. 2 and 3.2 +300 450" 450

Cost of additional labor: 40 days L L o
at 20.80/day 32 132, 132

,Net,retu;n,té“fertilizer
5gv§f§duc£16n-response:r BSO/kéf 51 ‘198 368

af{?#@dﬁctian response:  1000/kg. 118 fjié{ ‘518"

&Q,Thé.béﬁis for the fertilizer produce price is%

bt ‘ or ¢ | cost of fertilizer c.i.f,
Natadi ($250-x 6 = 81,500) plus transport cost. to Shaba (8750) =:82,250/MT.

or 82.25/kg.

lﬁfThé"uhoff16151 ex¢hange rate.in Zaire has recently increased
to 87 = $1 but part of this is seasonal. ‘It .is"assumed that .-

later this summer the exchange rate will settle at #6 = $1. '
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Past experlences with fertilizer programs indicate that snall
farmers are not likely to accept fertilizers unless the value
~of the increased production is double the cost of the fertil-
izer. Using this criteria, fertilizer is clearly economic

only when the producer orice is 21,000/MT and the yield response
is one metric ton/ha. Using prices for maize and fertilizer
that correspond to the true costs of imports, it appears that
farmers would have to achieve yield increases of more than one
metric ton/ha for fertilizer to be attractive.

It must be emphasized that the above calculations are
based on very sketchy data. PNS must continue its testlng of
fertilizer, improve its research design as discussed in
Chapter Four of this evaluation, and extend its research from
demonstration- fields to farmers' fields.

€}
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PNS' AGRICULTURAL RESEARCH RESULTS, 1979-80.
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ANNEX B

PNS' AGRICULTURAL RESEARCH RESULTS, 1979-80.

ON-STATION TRIALS

Groundnut Varieties - Mbulula/Kongolo (4 repetitions)’

Variety ngébé(Mbluiﬁié) 

Local . 1.7 £/ha
“ +4°t/ha

G 17 2
‘A 1052 1
‘A 1055 2.
‘A 65 2

_t/ha

2.4 |

‘1.9 t/ha
.3

2.2 t/ha;

fKongolo

.~"3

oY
"ba&ﬁiw

.5

t/haf
“t/ha:
ét/haﬁ
‘t/ha

Average Yield 2;1K£/ﬁ§53

3.1

Fertilizer Appllcatlons - Kasa1 I (maize) -»Ngaba (1 repéﬁifighf}

Yields in t/ha

N Kkggha) B

120

0 60
P205 (kg/ha). t0 2.3 2.0
60 - 3.3

120 -

20
2 3;
3%

180

240 Average/P205.

‘Average N 2.3 2.7

2.5
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Maize Varieties - Ngaba (4 repetitions)

Variety t/ha Varletz

‘Salongo 2.9 ;Shaba Ic l

Salongo II 3.4 . ‘Tuxp. Keto

Kasai I 2,7 ~ CIMMYT \ 2.3
PNM I 2.2 Maz‘cl'aiiTB,;; 3.3
PNMIC1 2.6 ~CIMMYT across 3.8
Shaba I 2.2 o

Date of Plantinga(Maiée)fJfNéaba‘(1 repétition)

Date t/ha w1th fertlllzer t/ha w/o fertilizer .
15/09/79 3.3 0.8

22/09/79 4,5 2.7
29/09/79 4.2 2.7
06/10/79 4.6 2.5
13/10/79 3.4 ~1.9
'20/10/79 3.3 24T

27/10/29 2.8 28200

Mean: '5:7? 2.2

Crop Rotatlons [ Ngaba (Average 6 _repetitions)

Tons per hectare |
Rotatlon 1978/79 1979}80 1980/81 1981/82

“l..without fertilizer maize 1.7 maize 2.7 maize maize
2..with  fertilizer maize 3.7 maize 5.2 maize maize
,3;?w1thout fertilizer g'nuts 0.7 maize 4.3 g'nuts maize
4. with fertilizer g'nuts 0.7 maize 5.3 g'nuts maize
5. without fertilizer cotton 0.3 maize 3.4 cotton maize
‘6. with fertilizer cotton 0.2 maize 5.4 cotton maize
7. without fertilizer <cotton 0.3 g'nuts 0.7 maize maize
8. with fertilizer cotton 0.3 g'nuts 0.9 maize maize
9. without fertilizer sesame 0.9 maize 3.0 sesame maize
10. with fertilizer sesame 1.1 maize 5.0 sesame maize

5011 Preparatlon - Ngaba (l repetltlon)

Maximum tillage: 4, 2 t maize/ha MlnFTﬁmg§11;§99?f}319f?7h?1



87

DIAMOND TRIALS AT FARM CENTER
DEMONSTRATION FIELDS

Yield in t/ha
Treatment 1978 1979 1979 1979

PT + VL - 0.9 1.4 1.3 1.7

PT + VA

H o N

1 . 3 2‘. l 109 "\ 2 . 6 .

PM + VL 2.1 2.7 2.6 3.1

PM + VA + 2 1 4.2 3.7 fS;Of

Mean yield 1.8 2.6 2.3 3.1
Number of observations 16 15 o7 e

Traditional Practices
Modern Practices
Local variety
Improved variety
Fertilizer (66-46-0)

PT
PM
VL
VA
F

S More than 60% of fields: are described as savannah by farmers
F - More than 60% of fields are described as forest by farmers

ON-FARM APPLICATIONS ON TEN FARM CENTERS -

Kongolo Sector (1979)

‘Tons/hectare ?;fifjihﬁifz’

unber of observations

f;:fzﬁi} 5 _

g



