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I. The Setting of the Project
lHistoriCally a society of nomadic herdsmen and coastal' traders

: Soma11a 1s exper1enc1ng the oftenftraumatlc?process Of?adaptatlo

the modern world. ThlS is made more dlfflcult by the'country
developed - resources, a populatlon growth rate that is-estimated at
near 3% per year, a largely oral culture, 'andkthe;everhgresent
threat of devastatlng drought.

A. . Physlcal Features

-Somalia covers‘a;semifarid?tojarid7aréa?ofESomé?63B,QOOVkmz

potentlally arable land Except 1n the mountalnous, seml-medlterranean
vnorthwest and northeast reglons, the c11mate 1s troplcal-equatorlal

and w1ndy. B1moda1 and erratlc ralnfall ranges from less than 55 mm
to an occa31ona1 600 mm a?nually, and averages less than 450 mm in

the agrlcultural areas. /Only two rlvers of 1mportance, the Juba and
the. Shaoelle, rlow through the country. Both or1g1nate 1n Ethlopla,
and one of them flows only 1n 10 out of 12 months, on the average.
Groundwater resources, though largely unexplored bygmodern methods,
are believed to be limited'and of variable quality.

_hB; "Agricul ture

Agriculture in Somalia]isﬂa%highyrlsh}actlyltyij~Rartial or
total crop failures caused by inadequate rainfall reportedly occur in
‘some parts of the country in 2 out of 5 years.. Oaly: 700,000 hectares
(ha), or less than 10%,’ofﬂtheag*24ﬁ1111¢n3ha#dfiarab1é?lana_aré
Lelieved to be cultlvated annually., Some 50 000 ha 17%) are under

controlled irrigation,'mostly’inﬂthehshabellé(RivergValley;i1105000 ha

i)



(16%): are subject to £lood recession cultivation} and. the remaining.

540 000 ha’, (77%) are wholly ‘rainfed.

Ralnfed and flood rece851on agrlculture occuples an estlmated

195 000 famllles that are wldely scattered and operate essentlally
at the subSLstence level Thelr technology is’ rudlmentary,'lnvolves

no marketed 1nputs, and relles onlfamlly labor and 51mple hand tools,

most commonly a’ short-handled hoe{f Sorghum, grown in assoc1atlon
wlth varlous pulses, is. by far the most important crop, followed by
maize and sesame in the hlgher ralnfall areas. Together, these
three crops account for 90% of the cultlvated area.

B Irrlgated agrlculture 1s practlced mostly 1n large upits that
average 600 ‘ha 1n 512e whlch are generally s+ate-controlled and
‘partlally mechanlzed Few 1rr1gated farms are prlvately owned and
;operated.. On some 1rrlgated farms, bananas are produced prlmarlly
'for export and sugar cane ‘is grown for local lndustrlal proce851ng.‘
fCltrus is also a popular crop., In most cases, however, malze, rlce
and sesame are the maJor outputs.. Startlng in: the early 1970's,and
Tespec1ally after the severe drought of l973 75, the state farms
became a maJor parameter 1n the government s attempt to achleve
areater foodlsecurlty., Although they have been favored by government
fancstments and preferentlal, lf not exclu51ve, access to modern f
;productlon 1nputs, these farms have been plagued by mlsmanagement

fand a s. rtage of quallfled technlcal personnel They have become

a burden on the national budget.

O\
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Ag_;cultural Instltutlons

The lack of quallfled manpower also characterlzed the
'M1n1stry of Agrlculture and its various subd1v1slons, 1nc1ud1ng
the Agrlcultural Research Institute (ARI), and the Department of
| Productlon and Exten51on which 1ncludes the Exten51on and Trainlng
vServ1ce and the State Farm Productlon Serv1ce.f Durlng 1977-78
'when the multl-donor Progect was belng de51gned the Exten51on
and Tra1n1ng Serv1ce had no fleld agents, and was thus totally :
1ncapable of helping farmers - to improve thEII productlon systems.
ThlS was also the case w1th the Agrlcultural Research Instltute,i
whose llmlted and unstable staff was v1rtually conflned to- the
_central, 1rr1gated statlon at Afg01 and was removed from the
problems of rainfed productlon..
i The agrlcultural tra1n1ng 1nst1tutlons were equally

1nadequate. At the unlver31ty level,'thu Faculty of Agrlculture

of the Unlver81ty of Somalla, whlch was'establlshed in" 1971 w*th

’a551stance from Italy, by l977 had produced only 21 graauates who
'were rated as hav1ng a reasonably good theoretlcal knowledge of
vagronomy and related subjects, but no practlcal work experlence.
}The teachlng staff at the Faculty con51sted largely of Itallan
v1s1t1ng proLessors, the currlculum contalned no courses ln
’exten51on methodology and, or course, Italian was- the language
of 1nstruct10n..

Below the unlverSLty level the Af901 Agrlcultural Secondary
School which was created in 1973 wlth accommodatlons for 240 students,
had not produced any graduates by 1977.‘1OnlyA38.studentsvwere

expected to receive their diplomas in 1978. The 4-year'school
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curriculum was. Judged to be weak and limited and the teaching Staff
inadequate both in’ quantity and quallty. In short, these two main
training institutions were con51dered 1ncapab1e of producing the
qualified sc1entists, technicians and managers needed to staff" the

agencies serving the agricultural sector.

II. The Multi-Donor Project

| The USAID/Somalia Agricultural Delivery Systems Project.is the
AID-financed component of a larger set of act1v1t1es that the Government
of Somalia is currently 1mplementing with complementary assistance from
IDA, ADF and EEC under the title: Agricultural Extension and Farm
Management Training Project. The goal of these multi-donor supported
activities is to increase productior. of the main food crops grown in
the country; namely, sorghum; maize, rice and sesame, by raising their
average yields and by expanding‘theicultivated land area.

The_Agricdltural’Extension and Farm Management Training Project

was designed in 1977-78 by IBRD with the collaboration of UNDP/FAO and.
'AID; At a meeting that was held in Mogadishu on May 3, 1979,
representatives of the Government of Somalia (GSDR) and the participating
donor agencies accepted the concept of the PrOJect as well as the.
recommendations contained in the IBRD Appraisal Report regarding the
compinents of the PrOJect and the arrangements for their 1mplementation
and financing. The agreements reached are outlined below.

: A.,,Project Concept

The PrOJect would be based on the folloWing prop031tions.
1. Somalia agriculture being mainly rainfed, the: country

could not hope to achieve self-suffic1ency or self-reliance .in food

by continuing to place exclusive emphasis on irrigated agriculture.
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2. The main constraint to food crop production was' the
failure of producers, whether on the small: private farms or on |
the large; State-controlled'farmsjtoiUSégadeQnateftechnolog9}}

3,1'fIn'the case of:State.farms;sthis5failnre;waS5comPOundeda
by 1ncompetent and inefficient management. . |

_4§» In spite of a severe shortage of quallflcd agrlcultural_
manpower and a very limited capability 1n agrlcultural_research |
51gn1f1cant increases in production could be achleved over a perlod
of five to seven years by placing "expatriate" technlclans 1n,key
positions of responsibility and by using available research recommen-
dations and common sense answers to ”ailures in the farming‘systems.

5. | In the longer term, a cadre of- well tralned ‘Somali
technlclans and a nationwide program in applled research would be
lequlred to sustain the increases in productlon, and

,6;‘ In both the short and longer term, better;monitoring
of activities in the agricultural sector wonld be-required;

" B. Project Components

l. The Natlonal Exten51on Service (NES): In order to

"1mprove the productlon technology of the prlvate farmers, the NES
would be strengthened thropgh.
a;j the establlshment of NLS headquarters at Af901-
“'b. . the upgrading of two extenslon tra1n1ng centers
(ETCs)", one each at Bonka and Janale, to traJ.n fJ.eld extension
agents; and,.
c. the introduction of an extension methodology which

emphasized regular contact with‘farmers and continuous training of

q

extensiuu personnel.



2. - The Farm Management Advisory Service (FMAS): To

improve the performance of the State Farms a Farm Management *
Advisory Service would be established at Afgoi. It would become,
ultimately, a branch of the NES. Its functions would be to:
a. prov1de technical and managerial back-up to

existing and newly trained farm managers and,

© b. advise government on large scale farming and
related issues; The FMAS would operate a 400 ha Démonstration
State Farm at ‘Janale and would have access to two other existing
State Farms nearby to update their management.

3. The Farm Management Extension Training Center (FMETC) :

A Farm Management and Extension Training Center, including a 60 ha
farm, would be built at Afgoi to provide both classroom and practical
training to university and high school graduates'in agrioultnre
prior to their employment in the NES as regional officers, subject
matter speCialists, and district officers, or in the FMAS, as
‘managers, assistant managers, and field managers for the State Farms.

4. ‘Training Abroad A program of training abroad would

Abe carried out to prepare the Somali technic1ans who would eventually
‘replace the expatriates and to otherwise strengthen the public
agenciesvserv1ngnagricu1ture,_ The~program-wou1drinclude:

a;; oostfgraduateitrainingvfor;38_Facﬁlty'of
Agriculture;gradnates;

b.' study trips for 52 District Extension Officers
and 51x senior NES and FMAS personnel, : and,

c. field Visits for six senior staff members of the

Ministry of Agriculture.
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5. Research Strategy: A master plan for strengthening the

Agricultural Research Institute and its links with extension woq}d-be
elaborated. It would serve as the basis for developing research
programs for later implementation.

6. CSD and AASS: Technical assistance, training abroad and

material and equipment would be providedvto strengthen the Afgoi
Agricultural Secondary School (AASS) and to the Central Statistics
Department (CSD) of the State Planning Commission. The school would
be a major supplier of trainees to the FMETC, while the CSD would
contribute to the proper monitoring of agricultural sector activities.

7. Project Management Unit (PMU): A Project Management Unit

would be established at Afgoi to implement the Project and monitor
its progress on behalf of the Ministry of Agriculture.

C. Implementation Arrangements

1. The PMU would be created through publication of
a decree. It would consist of a Somali Project Director who would
be assisted by expatriate Technical and Financial-Ménagers. The
PMU would also require the services of consultants for procurement
of goods and services and for supervision of civil works.

2. Internationally recruited staff for the NES,
‘the FMETC and the FMAS would assume full technical responsibility
‘for the runhing of their particular units until such time when
properly trained Somali technicians would be available to take

over the responsibility.

, 3. All internationally recruited personnel would
be responsible to the heads of their respective agencies who, in
thrn, would be responsible to the Project Director through the
Pechnical Manager.

1)
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4. Two Soma11 Unlver51ty graduates would be’ a551qned

to the pro;ect for every 1nternat10na11y recrulted ‘specialisti

a period of qeven years.‘

g 5}; Establlshment oﬁ the NES would be ‘phased over.

»NES operationerwould?be,initiated in

areas close to_the Afg01aNES_headquarters‘andfextended1prqgre$$iyely

to other areas.

Date

9/79

9.79
10/79

11/79

12/79

1/80
2/80
'5/80
'5/80
'9/80

1/81

D.

”Critical’Implementation“StePS]:

'Steg

;PMU Senlor Staff App01nted
5DSF Manager Appointed

?PMU Consultants Appointed .

Terms of Reference for Research

‘Strategy Approved

Procurement of DSF Machinery
and Equipment

Procurement of Vehicles, Equipment
and Supplies for FMETC, NES, ETCs,
FMAS

FMETC Principal Appointed

Contract Civil Works Awarded

Research Strategy Team in Fieidf'

'NES  Personnel on Board

FMAS Personnel on Board

Training Abroad Program submitted
for Approval

Start of Civil Works at- Af901,
Janale and Bonka

Research Strategy Report Submltted
for Review

FMETC Staff on Board

Agency Respon51b1e

iGSDR/IDA
GSDR/IDA -

'GSDR/IDA/ADF
'GSDR/IDA/USAID
‘GSDR/ADF "

‘GSDR/IDA/ADF/USAID

'GSDR/USAID

GSDR/ADF
GSDR/USAID

GSDR/USAID

GSDR/IDA
' GSDR/IDA/USAID
‘GSDR/ADF -

'GSDR/IDA/ADF/USAID

GSDR/USAID
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Fi -Project Cost and Financing
VThechSt;bﬁithe;Pxoject,dﬁrinthheLihitialffive4vear7
investﬁéﬁt:pe:iodﬂwésﬁeétimatedxat*$32}4gﬁillion}t03be[financéd

as indicated in the foilowing tables:

Table I by Source ($) ;Tabie-II by Component ($)

Amount $ Total ‘Amount % Total

Gos 3.9 12.3 'FMETC 7.29 22.5
EC 15 . 46 A s sl
Al D. 7. 7 H 234 NES 11. 32: ' ~,3j4 -9
ADF 8 8_7’*'_" 2 74 PMU" 4. 68 14 .5
IDA ;_g_g §_2_3_ AASS 169 5 2
TOTAL 32.4°  100.00 csp 143 4.4

:Réééhréhﬁ?wriljf .4

TOTAL  '32.40°  100.0

|
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Table ITI by Item and Source and Component ($)

Amount $Total NES FMETC FMAS PMU CDS AASS

Technical Assistance 9.8 30.1 AID AID IDA IDA IDA EEC
Training Abroad 1.8 5.6 AID Aind 7IDA;.IDA:1153 EEC
Commodities 3.6 -11.3 ;Aihﬂ Alb: pAh?-AIDA‘}IDA 'EEC
Civil Works '7.2 22§1 ADF  ADF ‘Aﬁff Abffjhéj -
Local Costs ;g;g '30.9 .IDA IDA  IDA iDAvaoA' Ca
TOTAL 32.4 iobio’gcsnnﬁ;Gsosai{esonggshk[GSDR “GSDR

III. TheaAID-Financed Component

The AID-financed component of the multi-donor pro;ect 1s "described
in an AID Project Paper entltled Somalla Agrlcultural Dellvery Systemns
Project (649-0112) Thls PrOJect was approved on July 27, 1979 and
a grant, not to exceed $7 752 mllllon, was authorlzed for 1ts 1mp1emen-
tation. The orlglnal pro;ect agreement was signed on August 18, 1979,
obllgatlng $1.5 mllllon. The balance of the grant was obligated
through three subsequent amendments to the agreement as follows.

May 28, 1980: - $2.0 million; December 23, 1980. §l.6 mllllon; and
May 27, 198l: $2.652 million. Thus the Project became fully funded.
Throughythe project agreement, AID is committed .to the financing

of

e

(1) the technical services needed for the eiabohation of the
agricultural research stratng; and, (2) the technical assistance,
the training abroad and some of the vehlcles, machinery, equlpment
and niscellaneous other items required for the estaolishment of the

NES and FMETC, as summarized in the table below.

15
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- USAID Contribution ($000)

o : : ~esearch
g n.To‘t‘al NES: FMETC trategy
Technical Assistance ' + 3,240 1,440 1,800 -
Training 86 506 360 -
Commod:ities ‘;l,37;f ,855 1’526 -
Research Strategy "i;;ig ,;;f ,liil
Contingencies ;25}1 225 218 12
Inflation - ;Ir7093 ’851 825 33
TOTAL 7,752 3,857 3,739 156

v Implementation: Experience

Although significant progress has been made in the training
abroad of Somali staff, implementation of the cruciél components of
tiie multi-donor project, namely: the NES, the FMAS and the FMETC,
has been marred by considerable delays and problems. With one year
remaining in the planned, fivé-year life'of the prcject, it is#now
quite doubtfu. that ‘original objectives can be achigved in'thégplanned

project life.

A. Delayed Civil Works

| The ADF flnanced civil works include the FMETC plant and
‘a 60 ha irrigat.ed farm, the Demonstratlon State Farm at Janale, the
Extension Training Centers at Bonka and Janale, Regional NES offices,
the Afgoi national headquarters for the NES and the FMAS and, in all
these locations, numerous staff houses. Plans were that construction
of these facilities would begin in May 1880. Actually, work on the
sites bega" only in late Februa:y 1983, almost three years behind

schedule.
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' 'B.."Delayed Technical Assistance:

“fhe’success of the project:was predicated:on, among: other
'thlnos, the timely recrultment of a''sizeable: cont1nqent ‘of ‘expatriate
techn1c1ans; With regard to the NES and the FMETC, 1t was planned
vthat a team of four spec1allsts would assume techn1cal responslnlllty
for the NES 1n February 1980, whlle another team of seven would
beg1n the tra1n1ng program at the FMETC 1n January 1981 Actually,
a host-country contract for the prov1slon of these techn1cal
serv1ces was concluded w1th Utah State Un1vers;ty 1n September 1981,
two years late. The.proposed Technlcal Dlrector'of the NESrwas~
fielded that same month, followed by the Communlcatlon Spec1allst
in February 1982 and the Plant Protectlon Speclallst 1n September
1982, _The‘key poSLtlon.lnaFarmlng~Systemsgwasfnever«ﬁllled,
A.similarloattern‘wasjfollowed:in?thefcasefofithe)FMETéyséecialiStS'
and, agaln, one p051tlon, that of . irrigated productlon agronomlst,A
has remalned vacant.

C. Unavailability of Trainees for the FMETC

The FMETC was‘plannedfto7offer‘a’tWo yearlprogram*invwhich.
45 Agr1cultural Secondary School graduates and 30 Faculty of
Agrlculture graduates would enroll annually.v“The first year would.
be d1v1ded equally between classroom work and fleld work, whlle
the second year would be one of 1nternsh1p in the FMAS or the NES.
These expected enrollment figures exceededfthe average number of
graduates produced each year by the twobﬁormal.educationiinstitutions
respectively. Moreover, few, if any, ofbthelfaculty'otlhgriculture
graduates who have received their college training in Italian have

been proficient in English, the intended language of instruction at

the FMETC. '
£
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In'other'words,‘theEEME$C{Which5Was_to;trainJthefstaff-of?the’NES
and the FMAS, has not been established. Although'a classroom
building was’ leased in Mogadishu, the expected trainees have rot -
been available; norﬁhaVeEthe?facilitiesvneeded for practical work.
The system 1s Stlll only a concept, and is likely to remain'so-even

though the phy51cal plant may presently be constructed.

- Di Lack of Improved Technology.

'The‘designers of the projeCt’aSSumed”that‘a*number"of.
sound research recommendatlons were avallable whlch.ln comblnatlon
w1th common sense, could berused by the exten51on service and the
FMAS to raise product1v1ty w1thout 1ncrea51ng rlsks to the producers.
Actuglly, few recommendatlons, agronomlcally and economlcally adapted
to Somall conditions, have been 1dent1f1ed Consequently, extens1on
‘messages have been based largely on recommendatlons that have not
been ver1f1ed and on the u. S._experlence of the expatrlate |
lspe01allsts WIICh although con51derable, 1s of only marglnal .use
;to Somal; producers.‘ Thlsﬂls.especlally true.for.the small rainfed
.farmers'who normally practice mixed cropping‘andwrely'on'simpleihand_
_tools, ‘and. who . seldom have access to good quallty seed.

The des1gners of the mult1-donor progect also recognlzed
that an applled research program was a fundamental requlrement for
any permanent extension servlce. ‘Accordlngly,'the,project,prov1ded
for -the- elaboration of a research'strategygin theffirSt,yearf(IQBOY'
of“project implementation. ,HoWever, no‘provisionuwas)madeffor the

;strengtheningﬂof'the existing research institute..
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Actually, following two. unsuccessful attempts to recrujt
‘the'tuchnical*asSistancexnéededﬁforTthe*elaboration of the research
,strategy, UaAID proposed that the GSDR ‘request. ass1stance from the
_Internatlonal Serv1ce for National Agrlcultural Research (ISNAR)
ISNAR fielded a team of ‘experts ‘in April - "May: 1983 and the flrst
phase,'a strategy statement, was completed and presented to the
'Government in August. ISNAR has agreed to. address phase i1, the
deflnltlon of prlorlty research act1v1t1es 'beginning in- November
.l983.,,Thls.phase will require frnanclal*asSlstance&froijSAID'
fand is elaborated upon below.

'E. Inappropriate Extension-MethodolOgyﬂ

The project paper prescrlbed that the NES.: would- adopt
ﬁa methodology that emphasrzes contlnuous tra1n1ng of: extenslon"
ipersonnel and regular contact w1th farmers. Thls Tra1n1ng and
:Vlsltatlon (T&V) System called for NES headquarters staff to def1ne
:the messages that should be transmltted to farmers over a- glven
fperlod of t1me, and to. communlcate these messages to the regional
fand dlstrlct exten51on offlcers at monthly tralnlng sessions.
vThese offlcers, 1n turn, would hold fortnightly tra1n1ng sessions
for the ‘field exten51on agents who would be expected to v151t
a predetermlned number of farmers dally, four days a week - The
VT&V system also ‘assumed the exlstence of a network of research
'statlons whose starf would develop and continually expand the

Acontent of the messades.

I
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Experlence to date 1nd1cates that the T&V methodology may .

not be appr0pr1ate for Somalla because of the large s12e"of the

country, 1ts poor road network, the h1gh cost of fuel and the

,shortage of skllls and facllltles for vehJcle ma1ntenance*and
repa1r., ThlS shortage of mechanlcal skllls 1s so cr1t1cal that
it has been necessary for the project to recru1t an expert U S.

‘ mechanlc to organlze a garage and tra1n 1ts staff Also, 1n the
absence of 1mproved technology that has been rellably adapted to
local condltlons, and 1n the absence of the cana01ty to produce
such technology, both the need for and the h1gh cost of the

.tra1n1ng se551ons may well be questloned..

T'E PMU - Contractor Confllcts .

,.. Because of the random fleldlng of the SpGClallStS a351gned
to the NES and the FMETC, and because 1t was not poss1ble for them
to perform the1r 1ntended functlon, no d1st1nct1ve 1dent1ty has been
establlshed by the two groups of contractor personnel Under the
.strong leadershlp of the 1n1t1al Exten51on Speclallst who was S
v1ntended to serve as Technlcal Dlrector of the NES the USU :
ftechnlclans--w1th very llttle LDC experlence to draw from--tended
to. v1ew themselves and to operate as one teanyand the PMU came to
sv1ew them in the same llght.. In short, contrary to the progect |
fconcept,»the FMETC speclallsts were absorbed defacto 1nto the NES.
fThls.fu51on of the-two teams has 1nadvertently encouraged a more
erapld deployment of the NES than was planned or was warranted by
'fthe human and materlal resources avallable. - In the process, the
“lUSU techn1c1ans were called upon to perform ad hoc tasks out51de
1of the project descrlptlon, and otherW1se play the role of tralners

o

and supervisors of NES f1eld agents, a role they were nelther



intendedﬂnorﬁeguipped,toﬂplay2ﬁ@Nothsurprisinglyiﬁconflicts5haVé arisen

petween ‘the. PMU and the USU group-whlch havefprevented h”r ;velopment

of a harmonlous relatlonshlp between‘theutwo partles. rlefly put,

the AID-f1nanced techn1cal asslstance‘ a b,en‘largely mlddlrected

and grossly underutlllzed 1n terms of theforlglnal pronectfde51qn.-

Summary Experlence

Some encouraglng results have been obta”ned through

_demonstratlons of rlce, groundnuts, sunflower and cowpea plantlngs,‘
the tra1n1ng abroad of Soma11 techn1c1ans 1s proceedlng satlsfactorlly,
and the NES 1s 1ncreas1ngly be1ng stafted w1th better tralned offlcers
and agents. However, although operatlng more or less 1n all ten
agrlcultural reglons of . the country, the NES 1s not able to transmlt
to farmers 1mproved technology that has been ver1f1ed and proven
agronomlcally and wh1ch 1s economlcally usable 1n the Soma11 settlng.
Such technology 1s not avallable,and the capac1ty to produce 1t 1s‘
-at best m1n1mal. In addltlon, the methodology prescrlbed for the NES
is not tallored to the present phys1cal and f1nanc1al c1rcumstances_
in Somalla. F1nally, the FMETC, wh1ch was to;ﬂay a key role 1n the_
strengthenlng of the NES,has not been establlshed and 1s not llkely
'to be as or1g1nally proposed

To summarlze, 1mplementatlon of the progect has not proceeded
(1n accordance w1th the plans outllned 1n the project paper,"and
‘llttle slgnlflcant progress has been made toward developlng a’ Soma11
capabll;tyfto promote and support-sustained increases: in-food crop .

production.
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‘H. Interim Evaluation-
tﬁnfinterimfevaluationfof}the*AID;componentjofjthejmultie
: donor project,wasfconducted byVREDSO/ESA-and*USAID/Somalia~inIDecember‘
1992.n Besmdes dlscusslng the problems related above, the evaluatlon
report offered some comments on the de51gn of the project and some
recommendatlons. It was very short 51ghtea, the report asserted, ‘to
des1gn an extensmon project w1th a llfe—tlme of only f1ve years and
without empha51s on applled research. ;It~wasvunreallst1c to dlstrlbute
respon51bllty for 1mplementatlon of each of the major components of
the proJect among four dlfferent donors.- Moreover, the evaluation
team observed that the capac1ty of the GSDR to implement the pro;ect
was-over-estlmated,;~Ing;t5-conclu51on,_the AID Interim Evaluatlon,
Repor"_t" ﬂs'_tro_n'glv -recommended that USAID/Somalia and the GSDR should
seek ways,for-initiating*afprogram;offadaptiVe;research,“thevlack'd
of‘whichawas_considered as "the;mostfSlgnificantfmanagement4problem
facinghthe:Project".

I. The Revised AID-Component .

Starting in  January and continuing through May 1983,
lnten51ve dlscu551ons of the problems and 1ssues that have adversely
affected 1mplementatlon of the AID-flnanced component of the multl-
donor proyect took place among representatlves of the Mlnlstry of
Agrlculture (MOa), the Proyect Management Un1t (PMU), the Faculty
of Agrlculture, the Agricultural Research Instltute (ARI), the AID-
financed host~country Contractor (USU), and USAID,l These»dlscu581ons
have led to the understandings that.are stated:below"hlgin"mhiCh
the Vice-Minister of Agriculture, the Dean of thevFaculty of Agricul-

ture, the Director of Researxrch of (ARI), and the Somali Prcject Director
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have concurred. and the IBRD office in ‘Nairobi has accepted.
A.. The FMETC '

The' FMETC will not befestaollsnea-as originally -planned.
As a preservxce tralnlng 1nst1tutlon,'1t would be largely redundant
and thus wastefu1,51nce most of the courses 1t would offer are already‘
belng taught at the Faculty of Agrlculture and the strengthened Afg01
Agr1cultura1 Secondary School. Moreover, courses in agr1cultural
extens1on are: currently belng developed by the- Unlver51ty Departments
of Rural Soc1ology and Agronomy. The FMETC Wlll become 1nstead an
in-service training center-and'f ‘will be headed by the Dlrector of
Tra1n1ng of the NES who is presently in tralnlng in the u. S. 1In
collaboratlon with the NES senior sLaff the Faculty of Agrlculture
and the Agrlcultural Research Inst1tute, the Center w1ll prlmarlly
;develop and offer or1entat10n programs for newly recrulted NES personnel
-and refresher courses and spec1a1 courses 1n technlcal subjects and
;management for NES in-service personnel The FMETC will also organlze
dor host workshops and conferences on the agrlcultural sector as needed.
| Except for the staff of the Tralnlng DlVlSlon of the NES, the
}FMETC Wlll not ‘have 1ts own permanent staff.‘ Consequently, the AID-
;flnanced spec1allsts who are. presently in Somalla and were a551gned
fto the FMETC will be phased out as soon as p0351ble., However, AID
fwlll Stlll prov1de for short-term techn1ca1 a551stance for the
development of the course and program offerings of the center, as
approprlate and needed. To the extent fea31ble, the Training Spec1allst
who was recruited to serve as Principal of the FMETC and who has
assisted in the development of a special course for_future tralners

at the Extension Training Centers will be invited to serve as

™
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a consultant to’ the FMETC..

The workshops and the 60-ha farm that-were planned: 1n ‘the
orlglnal project will be" used, when completed, for tralnlng,
demonstration, and research by the Agrlcultural Secondary School.
the Faculty of Agrlculture, the ‘Research Instltute ~and the NES. AID
will provide some of the ba51c commodities needed to. equlp -and ‘operate
the center as well as the workshops and the farm.

B. The NES - o

Experience inpimplementation of the Agricultural~Deliverv
Systens Proﬁect has demonstrated that ekpatriate specialistsf,beino“
tra. sients and being deficient in the Somali language,cannot function
effectively in line positions either at NES headquarters or-in the |
field.

Experlence has also shown that the presence of such expatrlates.
no matter how competent they may be, is not a substltute for the ba51c
requirements of a strong extension serV1ce,-namely-* (l) the
avallablllty of improved technology that farmers can use profltably
,to increase their production; and, (2) the avallablllty of exten51on
'offlcers and agents who are both technlcally competent and canable of
assisting farmers in the 1ntr1ns1callyvr;skyjprocessgof%adopting-
neu production'practicess

It is recognized_thatyARl doespnot;presently-have'the,capabi-
lity, in terms of manpower and other resources,'to either generate
new technology or effectlvely adapt to Soma11 condltlons potentlally
useful technology that has been or.may be 1ntroduced.,»F1nally,v;t

is recognized that, if Somalia is to achieve a‘greater degree'ofi

fcod security, the ARI, the Faculty of Agriculture and the NES


http:workshops.an

“must pool available resources and in a cooperative manner, 1apor
to address the needs and problems of the food crop producers.

C;V The Applied Research and Extension Program.

‘Under the Agricultural Delivery Systems Project”an}
applied research and extension program will be established with '
the'£oilowing objectives:

"1- adapting.improved crop production~and~management'practicesﬂ
to Somali conditionsoso‘that;farmersfcanfeconomically’useuthese:
practices} and,

2- developing an extension: system that .can both-serve: the
Somali farmers and be suppo\;ed finanCially by the :GSDR. . 'Admittedly;~
these obJectives cannot be fully achieVed w1th1n the three years
that remain in the extended 11fe’of the AID Pro;ect. Nevertheless;
it is felt that with the resources available a more solid‘beginningf
‘can be made toward the,goai of greater food security through
~ sustainable increases in food crop production.

The Applied Research and ExtenSion Program w111 be a
.cooperative undertaking involving the NES, the ARI, ‘the Faculty
of Agriculture and the farmers who are, its intended benefiCiaries.
Its operations will be focused initially in four locations:

Afgoi, Janale, and Johar in the ShabellejRiver Valley, andLBonka
:inothe Bay Region.

Activities will consist primarily of adaptive and verification
trials;demonstrations of recommended production and management_
practices, economic evaluations of these practices under farm
conditions, investigations of existing production practices and
systems, and training of extension agents and farmers. In the

planning and execution of these activities priority will be given

~A
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“to theffoodjcr0psfeommon1y*grOWn.‘fThereforei»rrom-the“outset.'broden
act1v1t1es w111 be closely COO.iuinatea with on-golng research partl-T
cularly the Sorghum project supported by ARI, IDRC, and UNDP/FAO
and the ‘Maize project that is funded by ARI and UNDP/FAO

_' ‘The Applied Research and Extension Program is 1ntended to be:
a permanent, natlonal undertaking.. It is understood that as' such
it must receive priority in the allocatlon of human and flnanc1a1
resourceq and also that these resources must be made. avallable on
a steady and timely basis. It is further realized that Somal;a
does not presently have the range of expertise ‘and experience
required to establish the program, and therefore, must depend on
outside technical assistance. Such ass;stance, however, will be
kept to a minimum to ensure that the national "haracter of the
program is not compromised. Responsibility for the program w111
thus rest properly with the Somali staff who w111 be tralned as
rapidly as possible for that purpose.

D. Inmplementation Arrangements

The Applied Research and Extension Program will function
under the supervision of the Director of the Department of Production,
who also serves as General Manager of the PMU. .It will be headed by
the interim Director of NES who also serves as Assistant General
Manager of the PMU and will be responsible for coordlnatlng the
planning and exeoutlon of project activities. Program headquarters
will thus be in the NES.

Program field activities will be carried out at the CARS/ETC
farm in Afgoi, the Bcnka Station/ETC in the Bay Region, the Janale

ETC, and the Johar ETC, and from these stations, in farmers fields.

)

[
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The'programkyill1befstaffed,by'NESIpersonnel (Subject Matter
Specialists,,Director5of~Training, kegional'andlﬁiStrict officers
and Fleld Agents) who will be complemented by ARI staff at CARo
- and Bonka,v3-4 professors ‘in Agronomy, Plant Pathology and Entomology
from the Faculty of Agrlculture and the speclallsts funded under thei
Agr1cultural Dellvery Systems Project. All Soma11 techn1c1ans assrgned
to the program w1ll recelve the salary supplements that are granted by
the NES and w1ll be ellglble on a compet1t1ve bas1s for tra1n1ng
abroaduunder the proJect.

Program activities mill'befcarriedfoutJon4theﬁbaSisvof an
annual work plan that w1ll be submltted by the NES Dlrector to the
General - Manager of the PMU for h1s approval._ ‘Also,. an. analytical.
report of act1v1t1es will be subm1tted annually by the :NES Director
to’ the General Manager of the PMU.

In order to facllltate the operatlon of the program, ‘the
work facilltles at CARS and Bonka Statlon w1ll be improved ‘through
a speclal allocatlon of local currency funds generated from the ‘
sale of PL—480'T1tle I commodltles.-

These implementation arrangements w1ll be undertaken in

accordance with the schedule which follows:

IMP'LEMENTATI ON SCHEDULE

Time Period Action ActionﬁAgent
Aug 83 | Additional Funds Available (Total LOP

' &8,635,000) USAID
Sept Ektension/Training Manager Assigned PMU

Sept Two Long Term Participant Trainees Depart" USAID/PMU

4



Time Period

Sept
Oct:
Oct
Oct
Oct
Dec
Dec
Jan 84

Jan

March

March

Jiune-Aug

July
Sept
~ Sept
dct~‘
Feb 85

June-aua
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Action

Contractor Expresses Interest to

.continue with Project as Amendéd:"

Preparatlon & Submission of One Year -
Work Plan

PIO/C's for FMETC, ETCs & CARS Preparedf
Approved & Submitted ' ‘

Proposal for Termlnatlon of Excess Teami
Members

‘ContractfAmendmentﬂProbosaleSnbmittea

‘Contract“}Wnendment;NéQOtiated"&fSiqnedj

’Quarterly Report & Workplan Update (to.be"

Submltted Every 3 months)

Long Term Participant Tra1nees Begln

Returning to Somalia

Agronomist Arrives in Country

Farming Systems Economist Arrives
in Country (Contract fully staffed)

5 Long Term Participant Trainees Depart

5 Short Term Participant Tralnees Depart/
Return

Commodities (Ordered Oct 83)vBeginjArrivingg

2‘Long'Term Participant Trainees Depart
Yearly Progress Report Submitted
Yearly Work Plan Submitted

Project Evaluation

5 Short Term Part1c1pant rainees-
vDeparL/Return

Yearly Progress Report'Submitted.

Action Agent:

Contractor"

PMU/Contractor

:3PMU/Contract01

USAID

- Contractor
Contractor

"PMU/Contractor

USAID
PMU/Contracto:

USAID/PMU

Contractor

gontractor

 USAID/PMU

‘ﬁSAID/PMU

'USAID

USAID/PMU

PMU/Contracto:

'PMU/Contracto:

‘USAID/PMU

USAID/PMU

PMU/Contractorx

Py



-Time Period

‘Action

Oct.

Dec

Sept 86

>0ct

‘Yearly Work Flan Submitted

'All Contract Staff, Except Agronomlst,
‘Return to the US

Yearlv'Prbaréss Report Submitted

-Yearly Work Plan Submitted

End of Project Report

Remalnlng Contractor Personnel
Return to the US

Remaining Participant Trainees

"Return to Somalia

Actibdn Agent

PMU/Contractor

Contractor

'PMU/Contractor

PMU/Contractor:

~“PMU/Contractor
Contractor

USATD/BMU’

7]
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The AID Contrlbutlon ‘

AID's contrlbutlon w111 1nc1ude technlcal a581stance

needed at Af901 for the establlshmentlof‘th: apd. ed research and

excen51on program, tralnlng abroad at:Internatlonal Centers, notably
ICRISAT, CIMMYT, and IITA, and 1n the U S., and some of the ba81c
commodities requlred._ It is- ant1c1pated that the present contractor,
Utah State'University, will be able to prov1de on a tlmelj ba31s

the technlcal serv1ces that w111 be requ1red to as51st the Somali
staff in the establlshment of the program.‘ Accordlngly, the ‘host
country contract between the PMU and USU will be amended to termlnate
all long-term technlcal aSSlstance to the FMETC and modify the

technical serv1ces to be provided to the NES as follows:

Person’

_Qe01allst _ Months.
1. 'Agrlcultural Extension 24
2. Agricultural Engineer o 24‘
3. Farming Systems Economist“ ?2;
4. Agronomist‘(Field Crops)ii ygﬁf
5. General Services . 24 .

6. - Short-term Consultant Services:
Entomology, Training, Irrlgatlon,
Station Development, Vegetable
Crops, Plant Pathology

Among the Somali technicians . -currently studylng 1n the U S.,
three are expected to complete the requirements for thelr M S.;
degrees in Agricultural Extension and return to Somalla in June

1984. They will have the opportunity to work in the program for

V%
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a rull year, at. 1east,~prrorvt'ﬂthe departure of the U S funded

Extensron Speclallstﬁ $he'1atter; however, would be avallable for
consultant serv1ces to the program 1n the flnal year of the pro;ect
Slmllarly the Spec1a_15t in entomology w1ll serve .as- a consultant
for the last two years of the pro;ect.

’ The pro;ect will also systematlcally address the needs of
the Agrlcultural Research Instltute (ARI) by ass1st1ng the Interna-
tlonal Serv1ce for National Agrlcultural Research Strat Jy (ISNAR)
ISNAR has already completed Phase i, con51st1ng of a strategy
statement to guide the development of an agrlcultural research
system. Phase II w1ll ‘be to deflne a series of prlorlty research
activities, 1nclud1ng achlevable objectives, methodologies and
resourceS'needed.v ISNAR has agreed to head up the ‘Phase II program
by prov1d1ng the lead team members from 1ts stafi and procurlng ‘the

services of other team members and’ loglstlcal support  USAID will

provide funds for thrs;procurement.
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PROPOSED BUDGET REVISION -($1000's)

 TRAINING:
'A. Earmarked to Date (Long & Short Term). . 578"
B. Seven Additional Long Term . (MS Training) 300
C. Thlrteen Addltlonal Short Term . 130
Subtotal I I
COMMODITIES

‘A. - Earmarked to Date

B.' FMETC Commcdities Yet to be Prucured:

1.
2.
3.
4.
5.
6.

c. NES =
" Office Furniture, Equ1pment & Supplles 30
. (Headquarters & Regional)

W
[ . 9

Workshop (Tools & Training) .80
Machinery & Equipment (School Farm) 100;
Irrigation Machinery : 100?
Shop Furniture & Equipment 13-
- Office Furniture, Equipment & ‘Supplies 10
L1brary A M15
Subtotal II.B. :
‘Commodities (Yet to be Procured)

"Bonka, ETC. 120;
- -Janale, ETC.. 120

- Johar, ETC. 12@%

Suutotal‘II.c;

D. " CARS Commodities (Yet to be: Procured)

1.
2.
3.
4.1
5.

‘Workshop (Tools & Training) = - ;;00
Machinery & Equipment (Farm Research -
Demonstration and Tralnlng) ‘ 200
~Lab Equipment . lSOL

Center Furnlture, Equlpment & Supplnes 75?
15"

Library
,Subtotal II.D.

E. Automotive & Farm Equipment Parts's Supplies

Subtotal II

- TECHNICAL ASSISTANCE

A. Earmarked to Date 3 ?:9
B. Additional Required 920

Subtotal III

1,582

318.

390

540 ’

F¥75

‘3,005

4219

AN
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IV ' RESEARCH sTRATEGY: 200

V. OTHER cosTS B3t
o Total Base Costs 8593

VI.  CONTINGENCIES & INFLATION i

“TOTAL COSTS Bi635

‘Obligated to Date . 7,752

‘Additional Funds Required 283

‘Buddet “Summary

Technical- Assistance $3'24 0" 4219

Training 866 1008
Commiodi ties 1,371 13005
Research Strategy 111 200
Othet Costs 161
ufotaquaseijstsr i 8593
Contingencies & Inflation 12,164 42

TOTAL $7,752 8,635



