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MEMO

TO: Jim Dunn, Assistant Agricultural Officer, USAID/Maseru

THROUGH: Barry Hill, Agricultural Officer 4
. FROM: Dillard H. Gates, Evaluation Team Leader 4;?£L{>é;iﬁf3/
SUBJECT: External Evaluation, Land Conservation and Range Development
Project (632-0215) =

This is to transmit to you a copy of Part II, Project
Evaluation Statement (PES) and an Executlve Summary for
subject project.

, It has been a pleasure to‘wark,withAYOﬁ‘and other
members of the USAID/Maseru staff durlﬁg the past three
weeks. In behalf of the Evaluation Team I would tike to

- extend our thanks for your helpfulness in completlng the
3551gnment. ‘

If I can be of further service please let me know.

DHG/1mz
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Frepared by: Dillard H. Gates B t A I bl C :
* . Dete: Jume 20, Lok es Val aple Lopy

Di'oie(:t* lend Conservetion and Rang evelon rent (832-C215)
Counu 7 1esotho
Cost: ¢1e,000,00C (£12,00C,000 J.3. and ¢4,000,000 GOL)

I. what constraint aid the project attempt to relieve?

There are several interrelated constraints to achieving project:
£021l and purpose which the project hes attempted to relieve. 4 major
constraint is the relatively low proauct;v1‘3 of croplcnd and over-use of
grazing lana. This constreint is gggravated ty the poor mansgement and
use of the land resource tase. ILand misuse has resultpa in severe ,
ercsion on poth crop and grazing liand. uverstocking with the resultant
decrease in for ze prcauctlon accompanied by low quality and productivity
of livestock is anotner constraint which the project addresses.
Additional constraints which the project attenpts to relieve are the
inagequate mumrer of trained people in the Conservation and Range
Divisions of the IICA, inadequate Range tlanagement ana Grazing Control
Regulations, failure of GOL to fully implement the 1979 Land Acts and low
"~ level of understanding of modern land and llvestock manaéement techniques

v the farmers. ‘ :

II. Vhat technology did the project promote to relieve thls (theqe)
' constralnt(s) oy , . ,

: VariOus technologies, adapted tc the Iesotho environment, were
~utilized to relieve constraints. BSoil surveys based upon wmodern soil
classificaticn technigues form the basis for area and on-farm
‘conservaticn plans, conservation structures, improvea crogpping
guidelines, improved culturel prectices and improved land menagement
technigues. Technology in the form of menagement and organizational
skills was introduced to develop and implement a Grazing Association and
a rangelend and grazing management system on a selected Range ilanagement
Area. liew technology of improvement of livestock production, ineluding
culling, selection, breeding, animel healt? znd mutrition were
introauced. Technology for utilizetion of satellite imagery and serial
puotograpny for the development of a national ranselsnd survey/inventory
vas introcduced by the project. The low level of understanding of rodern
gericulturel methods by farmers and menpower constrairts within [0A were
attackeu through & program of trezining ance education. This included
gcademic training et the diplems, A.S., Z.8. and [.S. levels for [04

steiff. Field trips, *ours, workshcps anc educational meetings are held

for farcers. In udéi*zcn, ublications relevant to img roved managenent
0 Crop oand grazine lead end Livestoch are develoued and distributed.
ITI. nat technolco:y ihl the ¥ to repizce?
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ard sraging lands of Lesotho. Range and livestock tecinology “or
improved range preducticn and quality livestccx treeding and warketin
Las teen introduced. '

Cronfing prectices at high levels of technclogy nave nuct ceen
acceplted by the bador1+" 0F Zasotho farcmers. any iactors aifect thils
adoption rate including, tradition, lack of cash Ilow, lack of storage,
need for rodent and insect control, lack of marketing facilities and lacx
of general mensgerial skill required to handle fertilizer, pesticides,
rachinery and credit.

IV. \ny dig the project planners believe thet intended bpeneficiaries
would adopt the proposed technology?

The GCL strongly supported the development and implementation oX
the project. Verbal support for the project continues despite somewhat
reduced funds fcr the project. lHost importently the intended
verneficiaries were to be involved in all stages of planning and
implementation processes. The plan wes to work with the peorle and help
themn solve thelr agricultural related provlems. Planners, extensicn
personnel and technicians were to meet with intended veneficiaries,
explain and discuss &ll aspects of the project. Plarning teams were 10
deronstrate, apply and exnlaln on~-farm cor ~~vation techniques and
practices. Follow=up contacts with farme:” to reinforce demonstrations
were planned. The Grazlng Association was to be developed by the people
and their rerresentatives in a location selected by #0A. The people were
t0 manage the Grazing Association through a comcittee of chiefs and
elected representatives. Fost lmnortantly beneficiaries would adopt the
proposed technology as they saw what benefits woula accrue to then as a
result of the technology.

V. Whaet characteristics did the intended teneficiaries exhitit that
nadé relevance to their adopting the proposed technolo&:;y’7

Direct intended beneficizries had a high literacy rate and a low
farm income. Intended beneficiaries had an awareness cf the visible
erosion proLiams and some percepticn of the relationship vetween soil
erosion and decressing land productivity. A high proportion of farw
families are headed by women while able btodied men are working in the
rines in the Fepublic of South Africa. In Iesotho women tend tc have
pore education then do wen. The farm lanc tenure systen of Lesotho would
rerwis g farmer to bernefit from improved lend productivity resulting Irouz
improved rmangzgoenment practices. Livestock proaucers are aware of
decli*1n5 wroduc*ivitv of rangelands and livestcck and desire ic increase
incore. Ctockmen in the IEA bvnerall" expressed interest in
rating in +the Creazing Association. An indirect beneficlery, the
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vI. wnat adoption ratve las the project echieved in transferring
the prerosed technololy?

Ceveral area and on~farnm rleans have been completed with the
particiration oi Tfarrers end villsgle comcittees. A Range renagement Area
nas been selscted and a Crazing Association crganized and implemented
with the support end help of pecple living within the RFA. Lowever, to
date, there is little or rno evidence of adopticn of proposed or applied
technology outside project areas or without project support. ‘
Conserveticn structures are readily applied in the area plan phase. The
‘crop preoductivity practices of the on—farw plans are not readily adapted.

VII. Has the project set forces intc rootion that will induce further
exploration of the constraint and imrrovements to the technical
racksges prorosed to overcome it? '

Perceived successes ana the degree of progress in the project to
date has stimulated an interest in both governcent and people directly
involved in project activities. People are involved and people-are
particirating in project activities including on—-farm plenning, tours,
rneetings ana other educational opportunities. Interest of GOL is
manifested by the expressed desire (premature‘in'the‘judgment‘of the
Evaluation Team) to establish another RiA and Grazing Association. The
National Range Survey/Inventory has created great interest as to its
potential contribution to the Highland Water Project. Technigues
utilized in the survey can be refined and used as necessary to provide
wore detailed and specific site information required for management of
watersheds within the Highland Vater Project. In addition the project
has stimmlated and assisted the GOL in excmining and analyzing land laws
and policies which heve teen constraints o scund land and livestock
mensgerent,  Without strong GOL involvement in finencisl assistance to
farrers, production incentives and marketing facilities it is not likely
that the crop production constraints will be overcone. : ,

VIII. Do private input suppliers have an incentive to examine the
constraint addressed by the project and to couwe up with solutions?

The lard ownership and tenure system in Lesotho dictates that GIL
be deeply involved in overcowming constraints to increased production and
fermer incoue. iHowever, to a large dexree the constraint of low
rangeland and livestceck productivity is a function orf viable livestock
rarkets. Increeses in livestock quality couwld provide an incentive for
outside sugppliers to develop additional cowretitive livestock market
orportunities. Incentives ray te develored to stimulate warkets for both
slaughter and feecer animals. With continued success the Grazing
Association zzy rrovide the incentive To privete lending institutions to
Leve investoent cayital availsble for rturcnese of Ilmprovec livestock or

comrmodities reculred To increzse livestocy 131‘(}(11107}31(}11.
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zeri-vusiress ventures or private marketing facilities tc te willing to
rrovide solutione to the constraints. The efficiency of the Republic of
wouth Africa's cgriculturzsl sector is extremely difficult to compete with.
IZ. +what acelivery systems did the project employ to transfer technology
to intended teneficiaries?

A veriety of delivery systems were exployed to transfer tecnnology
to intended beneficiaries. The primary systen was the use of a qualified
team of long~teri: speciclists supplemented uty short—term consultants.
Long~-term syeciclists and snort-term consultants effected technology
transfer priwarily through their contacts and working relationships with
Basotho counterparts anc other representatives of the GOL. However, in
rany cases these specialists also interfaced directly with chiefs, ;
District officials and other locel leaders. Technology transfer nas also
been acccurlishea through acadenic training provided to gualified Basotho
employed by HCA. In the long-run this academic training way be more
laesting and effective than other delivery systems utilized. Other
delivery systems were related to education and training at informal
levels. These includea field tours, field trips, meetings end individual
coritacts and discussions. Ixtension personnel were provided information
and utilized to pass the information on to interestea or participating
farmers. Project staff, either airectly or through counterparts,
provided information tc village committees to te rassed on to local
Tarwers. In the case of the Grazing Association, coumittee members
rerresenting their villages received information passed on to stockmen
and carried feed-back to the committee. In addition the pitsocs, a
traditional method of communicating at the village level, was used
extensively to present new information to the pecople and to receive their
responses. ‘

Conservation technology 1s much more readily transferred by tne
avove delivery systems than changes in crop production technigues for
reasons discussed under III.

X. Wwhat training techiniques did the project use to develop the
delivery system?

Training techniques to develop the delivery system were varied. A
pajor tecnnique with lesting implications was the academic training
providea for guelified [HCA staff. The training of Casotho counterparts
working at the side of expatrict specizlist end the hands-on training of
technical staff working on soil surveys and the national rangeland
inventory were also erfective technicues. Project specialist starf with
the assistance of counterparts alsc providea trainirg at the District
~level ic extension, conserveation, range, and ricultural cificers,
Yille s cniers were alzc provided trudning Ly 0l ect stell wurough ileld
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INTERII] EXTERNAL EVA’LUATIOH'
Land Conservation‘and Range Develbpment Project
No. 632-0215
Part II
Project Evalvation Statement (PES)

Maseru, lesotho

June 23, 1984

Bvaluatioﬂ Tean

Rosalie Fanale, Sociologist, REDSO/ESA
Rorert A. Armstrong, leestock/Flnan01al Specialist REDQO/FSA
Hans A. Krauss, Conservation Specialist, SCS

Dillard H. Gates, Rangeland Dlanagement Specialist, Team leader
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The Lesotho ILand Conservaticn end Fenge revelcrment Froject Lo.
£32-0215 (LCRD) was initiated on 3/20/80 with the ection reworandum for
theyadministraiof of that date.

The goal of the Lesotho Land Conservation azné Range Develorwment
ProZect is 1o increase both the productivity and incoﬁes of the rural
poor enzpgced in crop ané livestock production. The yurrose of the
prcoject is to strengtnen the capsbility of thefﬁinistny‘cf Agriculture to
plén anc ircplement vrograms which will'inéréasélthe prodﬁbtivity of
Lesotho's crop end rangelandgs wnile conserving the 1an§ base\throﬁgh land
develornent and appropriate conservéiion and iand'manageﬁent practices.
‘The project consists of two compbnents, land conservation and range
developrent. The lané conservation component involves the preparation
and inplementation of on-farnm plans by the linistry of Asriculture
nlarmings teams who will develop, expand and Gexonstrate appropriate
- conservetion technigues and inproved crop and livesteclk production
practices to the project ceneliciaries. Similerly, the stafl of the
renge ranasgerent component will work directly with farmers to help them
orpanize _rezing ussocictions znd to apply scund mansgement practices to

both rangelend and livestoci producticn. As a major subcomponent of the

2

rengeland secticn 2 ron_e nong, erent ersa will te celected, establishe
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initial Zunding in fiscal jear 1480 and finsl funding in fiscel jesr 1uoo

witih the estinated project completion date scheduisd ror Tiscal year
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197, The 1life of project funding totals ¢16,211,000 of which
$12,006,CCC is a grant from A.I.D. to the Government of Zesotho wnile the
Goverrment of Issotho will contritute £4,211,3C0 or 26 percent of the
total rroject costs. The project parer celled for A.I.D; funéing for the
Teollowing specific areas: technical assistance, training, constructicn,
cenisodities, wudgetary support, and other activities. The largest single
conporent part was allocated for technical essistance and this itew was
to be in excess of £5,40G,000. |

The results of this first wajor external evalua%ion which is veing
ccnducted at approximately the midpoint in the prbject life woula
indicate that the Government of Lesotho and 4.I.D. " have made
satisfactory progress towards the achievement of the stated E;o-ais of the
rroject. A full discussion of the inputs and outputs of the project to
date are discussed in items 19 and 17 in the Zollowing sections of the
evaluation. Tc¢ date the inputs are veing supplied on schedule’by toth
A.T.D. and the Government of leostho and the Government of Iesotho to
date has met its financial commitments. The tecihinical assistance

cerrenent surilied uwy the contracter has met the reguired stencsrds Toth
o By J e

as to quality =nd cuantity of inputs @nd the anticipeted cutputs cre, for

tie most part, on schedule to date. The recorde of the contracter,
TellhGI0D., no the Uovernsent of Lesothic woull incicets thnt il iive
compenenis hove Cesn LuGgeted ond ocli_ated In o Toiner Tiat IS
Sutislaetosy Tor nin ccint in The orolecte
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Drogre seens unrealis the probebility that these kinds of gosl

cen be achieved ana verified by “TOﬂhC tion end income data frdm the
Linistry of Agriculture seem highly unlikely.fxThis is primerily a
criticism of project design rather then & criticism of the implementation
activities that has been zccomplished by all rarties involved;i 1t shoula
also be pointed out th'tfa‘relatively greater émphaéis is being'éiven to
the rangp ﬁanaéement erea &s & proﬁotype for futﬁfe fanée management
aeve*op;ent than as cons er‘ ation activitiéS. In‘light of this greaﬁef
errhesis on the range managerment srea it is not realistic to assume that
the desired results can bé obtained in‘the cther sress within the desired

-

reriod of time. llost likely the desired results would not have been

realized even with ‘mch less attention teing given to range activities
The long term veneficial effects orf all coumponents of the project will te
nore essily measured at a future date. At present there is little

evidence that the conservation neasures or the improved range sanagenent

practices have ceen adopted outside of the specific project areas, i.e.

tnose areas supportes oy funaing directl; sttrivutacle to the project.
Thiis would indicate thet scie of the wdoption rates used In the eccnomic

vl

analysis i
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LICLTEUsEs TO e 10int viere it coulu te stazed et tihids prototype
ocael is susveinable or could ove replicatec in other perts of the
country.a fuller ciscussicn of this is found in later parts of this
arzaiysis.
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This ir—depth external evaluation is for the yurpose cf exanining
rrogress toward achieving the project purpose and outputs.

This evalustion was ccnducted by a nmulti-disciplinary teanm
consisting of R. I. Armstmrong and Roszlie Farale, REDSC/IS4, Hans
‘reuss, USDA/SCS and Dillaré E. Gates, Agriculture and Rangeland
Corsultent. They were assisted by Jim Dunn, uunID/beSuthO nprlcultural‘
Cfficer. In eadition Zarry Ireemen, Teanm Ieaders-ICED Project, ana his
steff provided ValudD¢€ insights and information to the eva¢uat10n
process.

The evaluation was conducted crimarily n;oucb the technigue of
interviews and discussions with imowledgeavle and appropriate staf?
wemcers of GOL, USAID, contractor steff, farmers, stockmen, chiefs ana
others in positions enabling them to provide inforration about project

cctivities and its impact on Lesotho sgriculture and rangelands. The

interviews were suppleczented by Tield trips to: (1) the Renge lansgement
itres (Fid) at Sehlebethete, (2) lowlend cropring aress where farz ylans

zre being developed and implemented end (3) the foothills to cbserve

. By «
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lnventory and results of chrervations pade during field trips anc
irterviews were discussed, sevelusted and, as appropriste, fedé tack into
the eveluvaticn process. The cuiti-disciplirary and diverse tackgrounds
oI evaluation tean members provided the orprortunity to exanine the
rroject fror 2 wiae perspective.
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A goal of the project is %o increase the income of rural poor

ensaged in crop and livestock production. 7o & large degree the incore
C [

-
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cf trhe peorle participafing in the Sehlavathete Crazing Association is
dependent upon sale of livestock

A. The marketing of livestock from eastern I ! Iesotho, is gzoing to ke
dependent on the stendards esteblished by the Repuvlic of South Africa.
I'or better or worse, the Eerublic of South Africa is gping to control the
rrerket, end has done so in the past with the merketing of pork and milk
in the ltaseru erea, as well as iImposing the quota systenm in the rerketing
~of cattle. It is therefcre extremely Iimportant to work out quotas with
the livestock marketing boarc in the Hepublic if these markets zre going

to e successiully mmintained.
Z. The change in official U.3. governzent rolicy under the Feagen
~uninistration concerning reisticnsnips with the republic of South Africa
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C. The choice of fenlabatheve Tor the Iirst Zange ;°L1"L”ehu Ares
venefited frow an unglanned exsernal factor in tke warketing of suell
stock in the Republic. There is 2 rajor uzarket in tue Iurian asres for
grade three "ecurry quality" mutton carcesses. Tnis merket was apparent
at the Cato Llﬁae Abattoir where the principal tuyers in the sheep sales
aren; were purchasing for the Asian cormunity in Durtan. This sirgle

-~

vnplanned externsl factor nay have a significant effect on the success ¢f

ti.e overall project.

D. Since the project began the GCL has implemented & program of
decentralization. In rart this has resulted in a ftransfer of soue
techinical staff mermvers from the Technical Divisions of the EOA tc the
Districts. This has reduced and weskened the tecnulcal support availatle
from the central staff Technical Tivisions cooperating with the ICRD
project. This has placed 'a greater work load cn the ICRD project team
rewvers, reduced counterpart sveilepility and, in some cases, contrivutea
tc the need for centractor teen recbers to serve as Acting Division
Chiefs. - To some degree this has detracted from their primary role of
Advisor to the !Cia. Wwhile decentralization was surposed to strengthen
the technical capabilities of FOA at the District level there is little

evidence it haz had positive impact on the project.

L. The lend tenure systewn 1in Zesotho is contrivuting to the

@

difficudty of effectively implementing the project in toth the rangeland

and croplend arezs. The displacezent of pecple anc rezing rrivileges

it the estotrlistrent of the Cenleiathebs Cresin. sccceoiz—coion tow
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revicusly grezed livestock within wnet is now the At are no longer
- . A -~ o .« o g o . P > - -ty wrTh . 1
rerizittea to dc 80. Zven within the tcundaries of the T4 scoe were

Torced tc ve up traditional ¢razing privileges and feel they have not

®

en adeguately coupensated for their presured sacrifices. Thne locel
norities, iCA and COLtTaCtO steff are zddressing these rrobleuns, but
success of the rroject is dependent upon their resclution.

'« The accelerated interest in the developrment of the liighland
water Freject is creating new interest in the ICRD, espeéially the
Iational Range Survey/inventory. hen cormpleted this inventory will
provice sigrificant infermation contributing to the understanding,‘
ranagerent, use and conservaticn of watershieds within the voundsries of
the Highland Viater Project as well as the rest of the nation.

-~

Velicity of Assurntions

Assurption: GOL will retain the high priority accorded soil and
water conserveticn and range renagement.

Discussicn: The GOL aprears to have retazined a reletively high
priority for soil and water conservation anc for range tensgement. All
rexcers of the GCL interviewed displeyed enthusiasn for ICRD and a’strong
interest in the success of the project. however, funding constraints,

¢eneral reductions in tudgets of FCA and CCL hiring freeze have slowed

tlie rate of progress in sone instences. These will e detailed in
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ciscussion: The muguvers of trainees anﬁ treinirg schedulss us

ect rFarer were revised and upcatec In Ii.  This
revision resulted in & significant increage in
activities. This incresse was due to the criticel neeu Ior iwre trained
steff in the MOA and made possitle by the muxber of qualified stalf
aveilable in the CA for training. (See sections 16 and 17 for details.

Assvption: Iffective implenentation of the 1979 Land Act will te

carrieé ous.

™

iscussion: Implementation of the 1879 ILand Act is proceeding
L =SCUs ! , ge &

t“

slower than exgected. The act is also undergoing chenges which would
ree the act rore useful and effective {Robert 0. ZufTington report, lay
9, 1954). The slowness in implementation of the land Act should core as
no suryrise. Implementation cof the Act will require changes in
traditional lznd use and chains of authority.v A corprehensive and well
thicught out educational program will be reguired cver a long period of
tire before the Act is fully implemented. ilowever, the fact that the
Grazing banagerent Speclalist of the ICRD teanm is 2 menter of the [iCA
worxking conmittee reviewing the Act is positive and significant.

The level of implerentaticn of the Act has permitted the
estatlishment and oreration of the Sehlabathebe Range ranagement Area.
i.ore effective implementation and further reriirenent of the 4Lct would

cortrivute to the esse of celiecticn and operation of uture mlA's.

sesunption: ITunds will ve aveilable.
Discuzeicn:  Freotlecs of CJCL iurnaing were Jlscuzesc In lie lecenre
Y2 interved review., It cupemrs Shet Dunding crovlols contliie. Thece
TOLLEL D Ere rellscTE Tiv: hirin. Ireczs L T Juicn o
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tue petrol ellcotuents Zor project vehicles. 4 lesser tub sig ﬁl;lCunt

3 e

iten reflecting inads uate Iunding is we 1ow‘mfbsistencefrates raia to
1ICA rroisct staff winile doing field work. This resulis in a reluctance
to spenc acequate time in the field'on the part cof sorie MOA staff. This
has a negative impact on accon thszmL rroject obdectlves.

It shiculd be pointed out thed the level of GOL funding hes
rerzittea the project to move forward end much good wofk is teing done.
Lowever, it appears the level of output is less than wouid be'the:case

given additional funding oy GOL.

16.  LIPUTS

The foilloving is a surmation of thé inpﬁts oy category, ie.
technical assistence, training, construction,~commodities; budéstéfy'
support and evalustion. Tor the most cart the Quaritit'j* and the
ticeliness of the inputs have been supplied in a satisfaCtory'manner

TheHevaluation teamjexzmined the records of the éontfactOr, USAIE
liission to Iesotho, and the records 0f the‘Government of}ieSOtho'in
sugpport of this cnwlvs*u.k The principal scurce'of inforration from the

ccntractor vas draam frow tre Status Eeport, Cctober 18682 to December

152% and the Certified Tiscel Report period April 1, 1984 to April 30,
19‘&; *

‘ebnnlcul ‘eziztance
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vould incicute that 4 pefcent of the techniczl cssistance ies teen
corpieted ss of April 3C, LISt As'the‘;roject is zt a nddwey ‘oint,
this is very satisiectory.

“he paper 1nulcdted 19 uerson worths of g loru—term uecunlcal
sssistance would be rade availasble. Light and cne nal- &onuhs nave been
supplied under the terus Qf the cohtract leaving a balance of
ayproximately ten person mohths.; “ecoumendatlons Trou the }ro‘ec team |
as to the utilization of this snort—term tecnnlc&l d~°15€8n08 are Lzde
e¢sewnere in the ruDer. .

The December 1662 1nternal review sugésstcd thau’fob descriptibns 5
for all TA staff'be reViewed and~if~approuriate modified tQ more
accurately reflect the actual work of the Sp801allsts. 'This was‘doné,and
new job aescrlptlons, u1th moa1¢1catlons es necessary, Qere presenued in
the LCED Status Report, October 1982—Decémber 1983. In addition, this
evaluation‘team has‘reviéwedfthé gfésént‘jdb~déscripfions an§‘diséussed
then with the LC?u tean Lember;. ; e ; | s “i k

In the Range Lanagemext rortion of the §roge“* the wos;tlons of
Henge llanagenentc Speci alist—?ield Operations and Rarnge Management
Sp601allsu—uange Development were chanéed'conSidefably’and brought into
lire with the work veing performed. During early implementation of the

roject, it became evident that the work %o be done and the job
J , Y

o
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zrd aleo sssuced the resuonsitility of Training Officer for the Project.
Chiis pesition hes elso veen extended an additicnal year. The Job
description of Conservation Inforrzetion Specialist was zodified to pe+ter’
reflect’his dugl role in both the Conservation and Rangs Divisions.

At Tirst glance this may appear o be a deviation,from the project
parer. However, this flexibilitvy on the part of‘the‘specialists and
thelr ability to carry cut the work that needed to be done refleéts
positively on their cepabilities anag on projéct managenent. The Tact
that the need for changes in job descriptions wes recognized énd that
necessary action was teken to get then changed also refiects positively
on the working relationship and coopera ative nature of b°AID/xaseru, IH0A
and the Contractor.

In the Conservatzon Plenning portion of the ?rogect the ¢ollow1nv
positions were evaluateé: Ceonservation Aé;onomist/?lanner, Conservation
Scil Scientist, end Agriculturel Tneineer—Conservatior

The guality of the technical services, traiging, and other inputs
hes been excellent. They have provided}enthuéiastic ana‘professional
leadersnip to the Project.

Specific couments in regard to each the above positions are as
foliovs:

Conservation A¢reonomist/Flenrer - Job description is basicelly

1 1 Ty Tarey 4 ™ ey s 3 . 3 3 3
veing followed. The Ivaivation Teum reccrmends that core emphasis oe
= 3 3 L b TG S ‘s SN R 343 N
rlzced, during the rencining terure of this positicn, on developing and
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Fegarding records and reports the tean reccimends thet @ Systen of

record xeeping te set up for area and on~Ffarm follow—up activities Jor
-l o maintain after ICT.

The tean further recormends that the proriciency of the 9‘Diétrict
Conservationists te raised bty providing them with intensive in-service
or—tiie-job training.

The Zvaluation Tean also recormenas that zore coordinatioh and
effort te made to have the Research Diyisi¢n conduct the research end

or—farn evaluations of no-till, grass/leguue nixtures, fertility trials

and other similar work presently being performed by Conservation.

Conservation Soil Scientist - Job deséription is‘basically béing
followed. Details releting to the job description can also ve found
under PES 17. PRCJECT CUTRUTS. | :

In addition, the Evaluation Teamkreccmmends that the Soil Scientist
%érkfclosely with the Conservation Agronomist to complete a technical
suide pricr to the termination of‘their'contracts.

Conservetion Information/Tducation Specialist — See couments

relating to this position discussed under PIS 18. FROJZCT PURFCSE.

Agricultural Bngineer/Conservation — Jot description is bvasically

veing followed. A concern of the Ingineer was the increased pressure on
the rart of GCL to have nim work with irrigation. The teanm considers
tnis an zcceptable component of area and on-farm censervation

activities. It meets tne o2l of increased crop production.



the FOA prepered an ennuel work Ll&h pe) geafs éﬁo. rrior to that
en anruel work plen had not—ﬁeen ITEeLErec Zor two jeurs. <Thne ICRD
previded assistance in the developuent of uw new Formet for preparation cf
annual Qork ;lans. This format includes each District so that District
plans, ectivities and accouplishments can ve accumulated by District and
eveluated serarately or coubined into a joint CA work rlen or for
rerorting. |

Zach Di&ision within ¥CA prepares its individual work plans and
rrovides gquarterly reports against the annual work plan. ICRD activitiés
and plans are included within the apyropriate functional Division in the
1i:0A. In addition each expatrict specialist has a guarterly plen of work
reflecting his activities within the Division to ?hi h he is assigned.
Zach specialist prepares and sutmits a monthly schedule of work to the

prropriate Division through the Team Leader.

The project desiin did not

e

rovide for inclusion of a social

scientist on its lomg~term technical essistance tezm. Project steff have

g
N

2d to operate without venefit of any detziled socioceconomic information
Irom Project sites. Data from the social perspective will be important
during the initial years of the HiA, to judie the factors which
centrivute to its successes cr which lezd to provlems. Similar data gaps
exist with reference to conservation activitles, especislly on-farm plans.

As a result of re-szssessirng Iroject neeas over the last year, 2
socizl scientist jrositicn (24 tenths) nos teen acded. Duties and

o gy f gy g
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T bt 1 LI . - FRN
Lenevicral Seilence Advioor, andg inegroerate e

gceial ang local ins:iu'tional aspects of Loth e «nd congervaticon

£ ron g end
sctivities. Specifically the socizl scientist will be charged with (1)
Easeline studies, (2) evaiuation of project impacts on housenold incomze,
productivity, employment, resource use practices, perticipaticn in
project activities, and sttitudes, (3) research on the social
organization of the Cehlevathebe Grazing Asscclation to identify the
social authority, incentives for participation, faétors conditioning 
adoption of recomrended renagenent practices. The socisl-scientist will
work closely with the Grazing lanagement Specialist regarding the
sociceconcmic feasibility of coupliance with alternative control
mezsures, the soclal acceptability of prospective regulafions, and the
rracticality of enforcing regulations. |

Training )

The price contractor is also responsible for supervision of the
treining programs uncdertaicen in the project. An exanination of the
recoras would indicate that the training is on target. With GoVefnment
cecneurrence the nunmbers of persons veing trained st certificate levél was
greatly reduced and the funding used for master's-and bachelor'S‘level
programs. runding for the training component of 2.7 millieon dollars will
ce azdeguate for the completion ¢ the truining portion of the project.

Treaining inputs as yresented in the Project peper were revised.

These revisions were jpresented in the LCRD status repert covering the
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Status of iscademic Training: LCED Project /.

- Level of training | .S, - E.S. . Diploma
- 5 i o - 2 f ~ L =/ : ~
lurcer to be trained 5(7)2/ , 'Ok&)‘/ : 12(0)2/

umeer returned

Conservation Division 3 1 3

Range Division “ 0 . ;4 R
liunber still in training

Conservation Division g 6 kO:

Range Division 2 4 2
Humber yet to be trained 3/ 1 5 5

yl/The project paper called fcru14 persohs to be trained at'thé
Certificate'Level;k,HoweVer,'all training candidates were ﬁOund to
al eadyjqualify at the Certificate Level.
Z/Humber in perentheses is original numbsf fdr trainees in thé

‘ project parer.

% i Foe b L .
//Two additional candidates zre scheduled for Associate Degrees; an

sdditional one is currently involved in a drafting and cartographic

course in the U.S.



8 X -3
ornesrucTion

™

The project reper celled Ior the 31,03 ,GCC of construction in
Meseru, and in a rurel area. The construction has gone very well and the
contractor's report would indicate that rractically &1l constructlon is

corpleted with the exception of the corrals and working ;ens et
Serlabatliebe which are now in working order. It was‘the>observation ot
the tezi that the wocl and nolizir sheds at Sehlabathebe, althouéh €5 per-
cent ccrpiete, would need to be Tfully comnleted prior to the Septemter 1
snearing season if the faci 1ity was going to IulIlll its required
function. It was also noted by the tean that Implementation Ietter
nurcer 51 suthorized the chan;e in consuructlon at Sehlaba theﬁe,
elicinating the senior staff house and replacing that with a series of
thiree roundavals and an expanced warehouse office»building fécility. The
pudget for construction was adequate and UoAIu’s figures indicaue that an
expenditure of 3883%,9C4 has been spent agalnst a bud¢eted 1tem of
1,034,000,

Cormrodities

An examination of AID's records would indicate that fhe pyocuremenﬁ
of commodities has progressed satisfactorily although only $601,000 hes
been ex;énded seainst 2 budget iten of $1,300,000 and a contractor's
yrojected reqguirement of ©1,000,000. The Iveluation Team visited the
workzshiop and exzmined the inventory that was prepared uy ihe contractor
and the Government of Iesctho and Iound the physical inventcry records o
=T crier. Fecorrendations concernin. ccoumoclty caintenancs wnd
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Dudietary sunnort

An examination of records ITom the Goﬁernment oT Lesotho and‘USAID‘
would incicate the utilization'df funds Tor budgetary support;items‘have
Tfedllen venind schedule. This is not a major pfdblem; as the Govérnmentl‘
indicates an increese in thé intensive labor methcd of soil conservation
over the remazinder of the project. To date, against a tudgeted item of
©1,072,C000, AID records show reinburserent to the Government bf Lésbtho
or 225,000 for budgetary support items .

-

Evaluations

There seems to be some discrepéncy in the funding levels for
evaluations as indicated in the summary tables of the‘préject peper and
in the logical framework. ‘Both seem to be higher_thén required and could
perhaps supply some funding to be used elsewhéré~in the project.

Ir. conclusion, the "quantities and timeiihesé" of the project
inpute are on a satisfactory schedulekwith the one noted exception,
budget suprort. |

Project Inputs from the Goverrnzent of Lesotho

An examination of the/Recurrent Dudget of the’Conservation and
Renge Divisions would indicate that the expenditures by the Government
are more than adequately meeting the requirements of the Project. The
Tollowing statexent cof the exgenditures for the 1980-1384 budget period

would indicate expenditure for the Conservation Division in excess of

b

)

land 5,0C0,0C0 while the expenciture for the 19835-1944 year is Rand
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divisions cannot be fully attributable to the support of the AID

project. OCn the other hand, since the majerity of the work of these two

divisioﬁs 5iéarly supports Lue overall activity of the project, it would
seen reasonable that a major proportion cf these expenditures could
justifiebly cffset the requirements in the project paper.

It should e noted, however, that a rore cdetziled exsmination of
the specific line items of the vote of the Hinistries in Agriculture
shows a definite decline since 188C in the funding for‘operating costs,
including petrol and repair parts. If this continues it‘will be‘a major

constraint to rapid and adequate support of the projects.



'GOVernmentfof Iesotho

Conserveation Division :

necurrent “udéet

| 1980/1561 1984/1585
(1) Fersonal Emolumeﬂtsf‘ (R)'I,O7S,OOO} | (R)};‘770;553m -
(2) Other Cperating Sipetise 242,160 L 145030]‘ .
(3) Traﬁél’and'Tranéportation' f‘136;960’ e 101,500,
(4) Administrative | 29,910 20,420
Total‘ (n) l,)cb O/u‘ (n) i b40.b60@
Planned | Authbfir&éa e
 Budget Eua&et R Actual L
Allocetion kby rent  Expendituresl
1980/1984  (R) 6,057.500 (R) 5,613,170 . () 5,155,518
1983/1984 1,229,520 1,220, 5“0 o 1,189.9%2
| Ran&e DlViSlon Recurfent Buaéet ‘
. lev/ive2 ,1u82/1083 e ?083/1084
(1) Personal momem. : () '203,170_ | (R) 201 670" - @) 135, 400
(2) Other Ope:atingzaxpenSe o 123,65’0 = 67,380  = ‘21,250 ¢
(3) Travel and ’Transportation 26,590 \‘ 22,400 3—@450 |
 (4)vAdm1n1strat1ve T 2.&00 ‘ 1,060 "l,COO‘

.Lotal &) /J7,)UU \n) de,).LO () 17o0,1C0



7. CUTPUES

A. Trained Zesotho Staff

The reports'of the contractor éonfirmed fors USAID and the Government
would indicate that the %raining of Dasotho staff is progreSsing in a
 satisfactory meanner and thaf all training will be fﬁlfilléd on schedule;'q
‘The training of staff to the cerfificate 1eve1 was elimihaied~as theré
were adequate rumber of certificate holders to fulfill prbject needs.
This funding is being used for more advanced training.

E. On-Farm Plans

’Gpals,were reduced as a result of the iﬁtérnél evaluatiqh fr6m the
original,2,440 to 1,220 due to decentralizationﬁand‘chaﬁgss in staffing.
According to the implementationkscheduls‘on page~46 of ?P,‘on—férm '
-plannihg‘was to begin sbout October of 1981 end extend to Z0P or Augﬁst
1987.‘ Currently about hélf;way-through the tiﬁe frame, 209 on-farm plaﬁs
(17%) nave been completed and 1,011 (83%)‘remain to be‘accomplished. On
& land area basis 541 hectares are under on-Ifarm planst(18ﬁ) and 2,509
hectares (82%) remain to be accomplished by 2.0.P. Both mugber of plans
and hectares are aboVe the’amount'prOjected for June 1984; | ; .

if dut;uts are to be met at TOP it appears that an additiona; staff
: person‘is needed in the Division office with cartograrhic
.respbnsibility. The position of Conservation Agronomist/Flenner and
aavisor to the Conservation Divisicn staff is scheduled for terminztion
v 1985. If 0P outputs are to te met this rosition should be
- extended ancther twoc FEETS to coincice with ICP since the tzjor

o I g ) e
respensiviiity of this pesition is trainine.



‘here are currently six adegualely trained conservationists

s

responsicle for on~fern planning. Wwo are in aseru district end two. in
erea district. Cne is in Zutha=Zuthe and one in Ierive. Four of the

ten districts have personnel adequately trained for on-farm planning.

In additicn, there egre lQ conservationists in the fieldhwho are not
ccmpletely or adequaxe7" trained at the present time. liine of them woula
have on-farz plamning responsibility end one (with degree) in Kiohales
Hoekx would be responsible for training. If these people are trained to
the desired level c¢f proficiency each disﬁrict would have one or more
on—farn planners. (See Tablé 17.1 Conservation Staffing Plan)

The goal of 20 planning tesms was reduced to 10 after the internal
evaluation. A "team" consists of one conservaticnist adequately trained
for on-farm planning and one subject matter specialist‘in livestock,
range, Crops, or extension. | |

Five of the six édequately trained conservationists have’a

recialist with them in the field. four of th&3e specialists are in
crops, and one in range. One of the conservationists in Berea is alone.

By definition, then, there are currently five adequately *ralnea
teans in the field. This is one more- than the progected-number as of

-y

June 1Ses4.

iy

-

the Lartlail" trained conservationists tecoue edegquately trained
thiere 1is presently the potentizl for 15 teams in the Tield providing each

ci ther is paired with another specialist.

Me rate of tredsin. o : ion i sed
Tne rate of training of repiacesents in Conservetion hes dropped
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teers end meintaining a cudre of trained district and division-level
reople.

There needs to be contirued effort on the part of the HCA to
cormunicate and coordinate with the District Agricultural Officer in
order to establish & good tean approzch in all activities and cperations

at the district level.
Table 17.1

Conservation Staffing Plan

Llequately Partially Staffing
District Trained Trained , Heeds
Terea : 2 o 1
Butha-Buthe 1
Ieribe 1
Mafeteng 1
laseru 2 2
Iichales Hoek 2 .
Hoxnotlong 1
Qacha's Hekk 1
LQuthning 1
Thape~Tseka 1
Total 6 10
Division
GCL > >
savisor 2 s



C. Area Conservation Plens,-v-ue épal is to uave 45 area plans coverlne

EC,OOO‘hectares by the ICF. ILiine area plans have been comrletea to datey
- covering 19,657 hectares. Thirty six percent of the number of plans and
thﬁrtw nine percent af the hectares have been plenred at about the
‘nalf—wav poiut in the proaecta, (See *aole 17.“) |

It takes angwnere from 51x months to a year to develop an ares plan
ana five to tl;teen years to complete tne 1nstallatlon.‘t1t is estlmated
that area plans w1ll e compleued at the rate ci two ;er year.. Ehe
privery goal is the amounttOI land‘under_planratherfthenqthe_numberfdf’
plans. If this is the case the remaining1157area plans needtto eyerage
about 2,000 hectares in size or six’more_area ?lens (two per,year) need
to average over 5,000 hectares tetieet the hectare‘épal et P. |

thlrty—one area nlans were develonea under the Iand and Wiater
Eesource Development Project.. Flve of these areas naye ha& all the
conservation practices epplied.' Installatlon o:~conservatlon practices
et the present time can te ih any planned’area not jUSt'the ones
developed under the Land Conservation and Ranée DevelOpment Project.

In Lesotho there are now 40 area conservation plans on file. In any
given year there are about 11 areas that can bte actively 1m plerented. At

the ZOP, if goals are met, there will be about 56 area plans.



The rate of application of conservation practices née£s to e
corrared to the rate of planning to avoid a large backélog or tire lag
. tetween plenning-and épplication. If too mich time passés the |
conservation cbmmittee, chiefs, and farmers can lose interest. luch of
the preliminary information and education work would have to bte re~done;

Arplication of conservation ¢én be ahy cormbination of labor
ihtensive, food aid, or heavy equipzent as decidéd_by the’CCnSe}vation
Division. Heavy eguipment is needed for most dam construction,. Iuch
depends on ayailability of equipment, stéteyof repair,jgetroi, operators,
and desire to employ village lavpor. | k

In order to meet planning and training épals,it ray bte necessary to
2dd anotner area plermer to Division staff. This is esfecially true if
the expatriat‘adviéory position is terminatéd on July 1985-35 planned.

The on-farm planning and area planning staff face the szme general
provlems of lack of vehicles, ggs rationing, lack of subsistence, andi

- personnel losses that limit most other Divisicons.



Liame

1.

Total
Goal
% Accorplished 36

lMorija West
Ha Feko

Sehlabeny;

Hololo Valey

Eerea lartins

Fiphasa~ilalimong.

Ha Ikhabu

Upper
Phuthiatsena
Ea lhosalla

g Plans
25 Flans

Table 17.2

Area Conservation Flans

1/

‘Location

laseru District
latsieng liorija

Haseru District
Chaba~Ecsiu

liaseru District ,

Thaba-s3osiu

Rutha Buthe Dist.

Hololo

Berea District

Hafeteng District
- Tsoaing Project

leribe District
Kolonyana

Rerea District
Pruthiatsana

Maseru District
Thaba-~Zosiu

Date Completed

~ Septenber 150
- Jamary 1981

Cetober 1551

Fe‘nmary 1982

dMarch 1652

Mey 1962

Tlovenber 1982

March 1983

June 1983

19,657 HA
- 50,000 HA
79

Hectares

1,553
T3
3,500

298

1,757

970~
&0
9,416

560



Soil Survey - The ¢pal is to survéy 150,000 hectares~inklesotho
during the life of the project. Twoéthirés'ar'BGG,GOO nectares is
to’be rengeland and cne~-third or 50,000 hectares,is o) beéro;land.

About 71,300 hectares have been soil mapped as df nay 1984.

It is anticipated by the soils section that 30,000 haQof detailedi
survey can be aCcomplished each year.‘ If this estimate‘is
realistic then the project goal of 150, OOO na slould e
accomplished at IOP barring any serious constraints in vehicles,
staffing, petrol, and subsistence funds.

It is not known how meny hectares of soil survey are on range
land and how many are on Crop lana. The‘Soil’Section Progress
report dces not indicate how rmech of the 71,300 hectares is
detailed survey or reconnaissance. % is reccmrended by the review
team that progress data be broken down by these land use and
intensity categories.

If progress begins to fall short of goals it msy be necessary
to curtzil such activities as reviewing past mapping, tenchmark
study, on-site investigations for housing, and field trials. Tield
triels should te directed to Research an& the Farming Systems
Research Project. These activities presently teke 6C% of soil
staff time. The soils advisor is scheduled for termination yrior
to ZOF and this rmay need 1to te extended to neet (pals and GUL

training neecs.
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There needs toebe.soze natioﬁslICTitefie deteieééétﬁyfthextﬁ
Conservetien'DiVision for tuLllShlng “rtortgf areas on 501¢‘
survey and area conservation pldne nhese act1v1t1es srculd be ;
'concentrated in the hig &h prlorlty areas rz tLer than on a
;1rst—come, tlrst-serve t351s. |

After a prlorltlzlng process nas been emnloyed the prodect |
goal of ICO 000 hectares ran&elana and pO OOO hectares of croplandeft
nay need to be rev1sea to refleet the establlshed prlarxtles.e

It 1s imperative that the 30115 1ao in tne esearch«D1v131on
begin *o “unctlon in & profe581onal manner to nr@vzde the s01l
survey section with timely and sccurate fErtlllty and

characterization data.

L. Conservation Structures - The goal of the progect is to protect 4 OOO

hectares with terraces and 60,000 Lectares w1th dlver31ons, waterways,
and other structures.. ‘ ’

The prog;ess to date as provided by engineering and susmerized oy
the evaluation team (see'Table 17.3) indicates that about 200 hectares of
cropland hes been protected by donge controls, waterways, grass
plantings, tree plentings, silt traps, gabion structures, and road
construction.

In addition 11,172 hecteres have been protected vy terraces and

The project gculs nesd 10 ue revisec to groverly reilect ths



The team suggests that uhe t;‘oal for'area protected by the zore
locelized or site~épecific practices such as aongs cont*ol waterways,
eilt tréps, anc gavlon structures be'reduced to 500 ha at‘EDP,

The team alsc suggests that the goal for area protécted by,the tsrfaces
and diversions te increased to 25,000 hectares’ax ®CP.

£ is felt thas these revised épals‘would te Loré rezlistic.
Another option is to geal practices by’units, rather than hectares.

The Ingineering staff could facilitate qUantificaiion oprrOgressfby
reporting quarterlr using a tabular format and showln progress in |
hectares, as per the grouplng of grdCthES recommenaeu in the precealné
paragraphs and on Table 1,.3. |

Progress to date in relation to the revised goals is 40% othef

structures, 45% terraces and diversioms.



Table 17.% Conservation Structures Surmary

1. Donges 10.16 kat/ s. 6 héi
2. ‘u'faterf'a*fs . , | 31. 69 ha |
5. ’ullt treps. 632/ 147 6 ha
4, Gablon stmctures 7&2/ 5 | = e l}. 6 ha S
5. Grass plantmgs | iy g 14.04 ha
€. Tree kplan‘tings Dy w035/ | | o 2.6  ' ha
7 Poaa construction 15.42 km4/ ' : ; 68 ; ha
‘ , Sub—“to’ca.L g_@_O_ha
8. Diversions 4.5 kuo/ | R 45 ha
9 Terraces 1,589.5 ka/ ' . 11,126.5 ha

Sub-total: 11,172 ha

Grand ‘l‘otal: 11,372 ha

1/ Comz,ﬁte area tesed on 5 m average width; add 10;’5. :
2/ Estimated .2 ha for ezch structure.

3/ 120C trees per hectare.

4/ Compute area based on 4 m average width; add 1CE.
5/ 10 ha/}:'n

o/ Thafum



. Fmploym ent Generation

a—

The construction of labor 1rten51ve works hes notkpfogressed‘as
rzpidly as plenned and the lntens¢ve construct;on work is somewhat b uehlnak
target.‘ Discussiocns ﬂlth winistry and nrogect teen indicates that this
labor intensive program w111 e 1pcreased in the latter part oI the‘ o
project and Iunalnd #111 be utilized as budgeted.

~

T. Range lianzsement Area (‘3_1 A)

A rang?land area will be'selécted, established an& dévelope& tased
on sound menagement and operation principles for use Of:rangelandskand
‘related resources. By the end of the‘project,'the,rangelahd~area‘will~be
selected and functioning on the éréa: (l)‘a;Grazing Association will be
orggnized, (2)va range recomaissance survey completed, (3) a-grazing
‘managenment plan deveioped‘and inplemented, (4) an enimal health program
established and implemented.i'Based upon experlence andkinformationn
acquired'from the first rangé ménaéemént area, a second renge managenent
area will be selected and preliminary plans implementedkby the end oﬁ tﬁe
project.”

A KA has been selected at Sehlabathebe. . The RA has been
registered and exists as a legal entity. The area is functioning and
considerable progress has bteen madé cn construction of facilities. The
decision was nade to eliminate the senior house at the RKA, to reduce the
size of the junior Liouse and to wuila three roundavals.‘ The junior house
“an ;uhe roundavels ere now complete.

The decisicn to elininste tne senior nouse snc Luild three

roundavels Zor cowntervarts and short-tern expatrint otelD iz accelted



iowever, the decision to reduce the junior house to the size constructéd‘
- is questicneble. The house is only minimally adequate Tor the Range
rianzgerent Specialist—?ield Cperation. I% appears that for‘the sake of
econony the confort ‘and well belng r the expatrlat and his :amllj, the
isclation factor of the location and the nrofe531onal stafure of the
expatriat were sacrificed. Though not evident at this time this decision:
‘may well have an adverse effect on the project as the liveabiiity of the
house affects the specialist and/or his fémi”y
Construction of the warehouse/o fice, the wool/monalr shed is
cempleted. Plans for construction of wool bins within the shed are
compltedkand construction should be completed séona The corral/crush ren
is essentially completed, lacking only the scales and spray race.
(1) Grazing Association. The Sehiabaihebe Grazing Associlation has
beén orgenized, approved by the MOA and is functioning. The
Crazing Association is menagzd by a 33 person Committee. The
Couzmiittee consists of the Chier of each of the eleven villages
included in the FiA and two elected gerbers from eacn villege. The
Corzittee elects it own Chairman and Vice-Chairman. |
First yeer rempership in the Grazing Associztion was 290 which
represented arproximately 90 percent of the livestock in the RIA.
erbersnip renewals for this yeer are ruch less. It is anticipated
that wost nerbers will rernew tesed uron the time of the year they
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The Evaluation Tesm visited the RVA and talked swith Crezing
Association officers, wembers of ube Assoe 'tlon znd peo; e 11v1no
within the boundaries of the RHA but not belonglné o the
Association. The reaction of the people toward the Grazing,
Association is generally good. ho ever there ware sdEeyeXceptibns.fz‘
Expressed concerns included the uargeulné of stora; displacement‘
from traditionsl éraziing areas, the grazing system, changes’in 
grazing patferns ahd a perceived'inequity in the fee structure’fbr
memoer hip. »

It appears that the Grazing hSSOClatlon is- werklnb, thouch
with some problems, as indicated above, yet to e solved.k It is :

aprarent that the Grazing Association has not yat been

institutionalized. A great amount of education of people within
the RMA is still necessafy to bring sbout fﬁll abceptance df thék
Grazing Associztion and the degree of experience and understanding
reguired for replicating the RiA in another area. It~appears that
at least another year will be required to consolidate the prosress
nade with the Sehlabathebe Grazing Associaticn. lIt maytake much
longer. Wnhen consideration is given to selection of another RiA,
it is suggested that the area south of and adjacent to the present
RlA ve given priority stetus. This would winimize adninistrative
and manzgement probless as well as costs. Lessons learned at
Senlspathebe would bte uore easily extrapolated to that erea than

one Tur recoved =nd less sccessivie.  hecoenicin
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(2) Range Reconnaissance Survey:oompleted. A vegetetion/range

survey and esnalysis hes teen coupleted on the FlA.  This provided
the tesis information required for development and implementation

of a grazing zaﬂatﬁnen+ plan. The range survey~was oadé’possible~
by the acqulsltlon of nrew, natural color gerial ohotOgraan during
the sumper of 19&35.

(3) Grazing Fenagement Plan developed and impléﬁeﬁted on the FA.
Informaiion provided oy the vegetation/range surﬁey’provideq the
‘basio for develcpment of a grazing manaéﬁmentiplah'fbr the'RHA;
Estimates were oadexof the’forage “roduct on and 11vestocx carry1r5
capacity of each of the vegetation unlts in the Rﬁa. «A«‘(~’
four-pasture grazing managemen% plan‘wo*' dev elopec &;v.n5 full
consideration to vegetation types, topogrsrhy, gr321n5 season,
water ayalla01llqd, klnds of llvestock end the tradltlonal‘grazing
patterns of the area. The plan’has been‘implementedkend is working
though sore flne—tnnlng is still requires. Understandably
implementation of the grzzing penagement plan’céused changes in the‘
grazing rattern of some peorle living in ﬁhé BIA. These changes
were not all williingly acoopted. However, the plan is strongly
suprorted by .. lccal chief. A continuing program of education
and hurane enforcement of grezing regulasions is contributing to
the success of the plan.

(4) Animel eslth Frogram. The internsl review conducted in

K T e S SR ST - I PP ™S PR oy 3 T 4
ecenLeyr Lowa SU,L BSTSU TNET aNlilel nesitit e epaiiaec o includ
e e T O s SN SOV U up Y -3 T 3
Siiliba wadll, SHENT WL LIIUTOVCLETIU. iiiie Tho vedusticn Tezn found

Best Available Copy



oiTicial documentation 1o shOW'this hes veen done, it'iskapparent‘
that animal vanaserent and improvement are'an’important and‘
integral part of activities in the Flid. .

inipal heelth, other than animal mutrition, is not a serious
problen in the RKlA. Tivestock are subject to infestation oty both
external and internal'parasites, out not excessively.so;; A dip )
tank for small stock has veen constructed:ax the REA‘héadquarters'
and a sﬁray race for1cattle;wi1l be installed iﬁ the‘corral ‘
facility. | | | |

(5) Seéoﬁd Rangelﬁanagément‘érea. LIn the judgmentyof the
Evaluation Team it would not be,prudeht to‘selectia sécond’RMA at
this time. As indicated in (1) sbove additionsl %ime, education,
experience, &and evaluation is ngceésary vefore a second~RHA should
be considered. O%her considerations,in;Seleétion of a second REA
are also discussed in that paragraph. o

fad T

G. Rangeland and Livestock lisnagement Policies

"Zy the end of the third year of the project, a rerort Will'be
ﬁrepared providing en eanalysis of rangelan& end livestock mansgenment
policies and regulations, such as those affecting land use and controlled
grazing, with specific proposals and recommendations for rolicy chenges
or for new pélicies or regulations. Pricr to commencing develcpment of
the second renge manzgerent area, relevant policies ana regulations will

be the subject of a joint review by the GOL and USAID/Iesotho."



Hangeland ana livestock canscement policy is a sensitive issue in
Lesotno. The rosition Renge Folicy and kegulations Analyst presented in
. the project paper was not approved ty (04 until the ;ositien title was
changed to Crazing lManacement Snecialisﬁ. The GraZing Hanagement
Specialist is actively involved in mzmtters gertalnln& to grazing policies
and regulations. The success of the position is noted by~the fact that
the position hes been extended for one yeer. |

The Graiing lanzgement Specialist has played a'significant role in
the analysis and evaluation of exist%ng 1e$s and regulations and’in
drafting prcposals for amendments and revisions. A draft paper covering
recomrended changes in tlie Range lanagement and Grazing Control
Hegulations of 1G80 has teen prepared and submitted to GCL in January
19535, Sowe of the recommendafions were adopted by the GOL. The Range
Policy Section contimues to review policies and regulations and is
forrulating additional changes for presentation to the [NCA.

This is a very critical and sensitive function with continuing
long-tern impact on the rroject and the ranagement of rangeland end
livestock in Lesotho. In view of the lack of trzined and qualified
Basotho staff serious consideration should be given to further extending
the position of Grazing lienagement Specialist until the end of the
rroject.

A finel range policy rerort has not been prepared and in view of

tle sensitivity of the issues involved, the relative newness cf grazing
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E. Ctner Cutputs

The internal evaluation conducted in Decewber 1902 suggested that

-an zdditional item be added to the project cutputs: Iaticnal Range

T

inventory. "All major range ecological units in Iesotho classifiea and
descrited according to species composition, forage productivity, soils
and other physical features. These units would ve deséribed sufficiently
to enavle Range Assistants to ldentify them within the dip tank or other
grazing area. IDstimate proper stocking rates for each area and moniter
range ccndition trend."

The project paper called for =z National Renge Survey/Inventory.
“he inventory was to provide the btasic resource information for |
development of sound rangeland and livestock grazing programs in
Lesoﬁho. The survey would also provide information contrituting to the
development of sound rangeland policles and regulationé. Eowever, the
design of the project paper appears to have overlooked the need for
suitable zerizl photograrhy, the need to collect extensive Tield data ana
the need for and lack of quelified Zasctho staif.

As a result of these szrparent cversiunhts in rroject design
inplementation of the raﬁgs survey/inventory was delayed. However, the
importance of the survey was recognized ty USAID/Lesotho, GOL and the
Contracicr. Arrangerents vwere oade 1o acquire new aeriel photograrhy Ior

he entire country. Specifications were arawn up, vids let and sccepted
and the photograpty was Ilown Guring, the perioa January-iArril 1S55. Hign

v 1A e e ¢ - T Aw e e o ~ = THY I e ixren s e 4+ FRN
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In orcer to overcone the lazcii of troined Zosouiic o coliect rield
data the Range lanssement Svecialis t-Range/Inventory taught & course at
LiC and during weerkends, after hours and during school bresks trained
‘local range technicians‘to collect field date and work with zerial
photogaphy .

The Range Survey/Inventory Section, in addition to the expatriat

T3

specialist, now includes a ccunterpart and three two-ren field tears
trained at the diplome end certificate level. »In addition there are two
technicians in the office transferring data from aeriel photographs to
1:50,000 overlays. The survey teems live in field camps. During the
winter of 1983 the team worked in the office but this winter (1984) they
are staying in the field but working in the lowlends.

At the present time the field work is 25 percent completed. It is
expected that all field work will be completéd by December 1685. It is
Turther expected that all office work, drafting, enalysis, descriptions
and reporis will pe completed and an atlas of the ecological units of
Lesotho will Te published uy the end of the project.

In eddition to its value to mansgement of ranbelanas and livestock
in Lesotho the completed atlas will provice invaluable information and
data to the Highland Water Project. The ultimate long —-tern success of
the scheme will depend in part upon the condition and management of the

watershed draining into the reservoirs. The vegetation, scils and
erosion information developed by the survey and presented in the atlas

will be extrenmely userul in vatershed analysis and in preparation of

maha ement practices end ¢uidelines for watershed zanogerent to optizize
veter narvest. iile tids is an entrs rowicnol ceneIis the range
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Le Rengeland anca Livestock fanscerent Policies

-

kccording to the Project Paper (p. S,
oy the end of the third year of the Projecst, =z
report will te prepared providing en analysis of
rangeland and livestock manazement policies and
regulations, sucn as those affecting land use and
controlled grezing, with specific proposals and
recomrendations for rolicy changes or for new policies
or regulations. Prior to commencing development of the
second range management area, relevent policies and
regulations will be the subject of a joint review by
the GOL and USAID/Lesotho.

The policy position has been filled since 30 March 1682, with a new
contract to run from gy 1584 for one year. ZIEvaluation of existing laws,
rules and regulations was conducted and dreft proposals Ior amendments
and revisicns were supmitted for HOA end GOL consideration, with
reference to Grazing Control Regulations, Selected Agricultural Area
Regulations and Agricultural lease Regulations. Awendments and changes
to the Grazing Control Regulations of 1980 were drafted, and selected
revisicns accepted by the MOA and gpzetted on Decemver 31, 1982. Ilargely
as a result of tne work of the policy advisor, the Range Division has
been able to carry on a dizlogue with high level MOA staff concerning the
advisability of working toward a natiomvide grazing fee structure
intended to generate revenue for range and livestock improvement.

Each of these accomplishments are vacked by behind-the-scenes
analysis of rules, laws, rolicies, land use custow and practice.
Characteristically, discussion and dialogue teke place over a pericd of
zony months, weigning the pros ana cons of zlternate options, and wany
irarts are prepared. The working style adoptea uy the Crozing lanagerent

2 : e —— At e Y . - LS e A e 2T T . 3.
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cuccessiully ingpleuented, they ST oorry Tue woprovel of leseers b all
levels, and be <zocielly fessibtle and eniorceatle.

The Grazing lhansg¢ement Srecislist has participzted and will
continue to participate in activities related ic land tenure and lznd use
policy, among them representing the Tivision on the LCA cormittee charged
to review and anslyze current infcrmation pertaining to Special
Agricultural Areas under the 187¢ Iend Act. This has involved a review
of current forms of lznd use in the light of how these might ve arfected
by changes resulting Ifrom implementation of land tenure clauses. He
rarticipated in the nationsl Iend Act Policy Seminer in iarch, 1984, at
which representatives from several zreas of governuent and traditional
(chiefs) leaders discussed the socizl, political and developmental
implications of implementation of the 1979 Act. Ee has also participated
in meetings and a working group which is looking at the range management
and regualatory implications of the development of the Highland vater
Scheze. |

The edvisor hecs teccme a trusted participant in the GOL policy
meking process concerning range manzagement, landg ténurekand land use. ke
has, after two years in place, szined the respect and confidence cf
highly nlaced officiels in en area which is notoricusly thorny, cne in
which ocutside "advice" is frequently resisted. te wmay have greatly
increased the awareness on the part of goverrnent officials of the
icportance of eppropriete policies, rules and reguiavions Tor range

zengcenent. Cver the long teru Iroject inmpact cazy te influenced as cuuch
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economically and socially apnrropriate nansgeunent and tenure of the
nation's ran_elznas.
1t ie the opinion of the evaluzticn tean that the fequirement for a
single policy analysis report with specific recomzendations was
inapproprizte. Collaborative policy development reguires that the exﬁért
engage in dialogue, prepare working papers on specific topics, a@nd assist
government to modify policy and regulations based on improved
information. It is not a tesk which works according to a rigid timetavl
for prescription of reccumendations — in fact, to do so could negate
rrogress already mace. The strategy that has teen followed has been an
appropriate one of collaboration and flexivility. It has already led to
significant input into and inmpact upon regulationé and policies
concerning land use.

Demand on the part of the GOL for advice is likely to continue.
Over the next year, the advisor will work toward formulation of rangeland
use policiles including reasures for inplementation. Vork on grazing fee
structures will continue and issues of allocation cf érazing rignts andg
privileges and veys to strengthen the role of chiefs in advising stocking
rates, will be examined. Increased involvement 1s anticipated in
rzfining vy laws, guldelines and procedures for grazing associgtions as
managerent units for controlled use of ccumon range., Cther areas which
migzht ve tackled include vroader zspects of range and livestock policies,
including issues concerring the shiit to infensive livesteclk zrcduction

. . X - e o . s
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intorzation on sccial accertapility of regulations, social and econonic
incentives to e ticipation, end practicality of aaministration and
enrtorcezent of regulations as rrovided by the social scientist.
SignitTicantly, the sccial scientist will also address the impect of the
association on livestock cwners who custorarily grazed in range |
managenent areas but who have been excluded from grazing rignts, and
exanine appropriate sctions to minimize negative impacts and assist those
whno mey be at en econonic disadvantsge. However, this is a two-yezar
position and many of his findings will not be available until the latter
pert of his ternure.

Given the successes to date, the potential importance of the work,
the timing of input from the social scientist and the fact that probavly
the most significent decisions on the part of the'GOL concerning range
nanzgement arees are likely to be made over the time span remaining in
the ETOject, there are extremely strong argurents in favor of extending

this position through Project Life.
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The zroject purpose is to conserve and develop nationel farm land
cna rengeland resources iy carrying out apuropriste conservation
'ueasures, lend use plens, lanad wenageuent prectices, and stréngthening
the institutionzl cepzoility of the HOA to implement these activities.

A. End-cf-Project Status (FCFS)

The [i0A Conservation Divisicn will e fully staffed and the Eange
hanagerent Division will be 75 rercent steffed by trained Eassotho
rersonnel.

There are ten positions identified in the Range lienagerment
Division. At the present time all but two of the positions are filled by
rasotho staff. It is anticipated that the high level of staffing will
continue and be enhanced as trainees return from trzining programs in the
U.S. Conservation Livision staffing has been reduced as a result of
cecentralizetion and the transfer of trained persons'to othér divisions.
vany District Agricultural Cfficers were staffed from Conserveation
bivision ranks.

It is estimated that the Conservation Division will be GQﬁystaffe'
by trained Lasotho personnel at EDP‘unless measures are taken to correct
the situation.

B. Z(0PS

Cooperation ana Coordinztion among aivisions within the [OA will ve
significantly strengtiiened and institutionslized.

Lesothio is a smell and underdeveloped country with limifted trained
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Cocoperation eana ccorcination between the Conservamibn and riange
Divisions is enerally ,pooa. This is understendable as the Conservaxion
~Divisicon hes teen involved in conservation and land developﬁent projects
for many years. To a degree the decision to form a Range tanagersnt
Division in the [I0A grew cut of needs recognized during implementation of
rast land conserveation projects. Both divisicns are land and
conservetion oriented and recognize that a productive land tase is
essential to economic development of Iesotho. In addition both Givisions
are directly'invbived in end a part of the ICRD project. Also the
Contract Team Leader has aduministrative responsibility over expatriat
specialist assigned to both divisions.

While the Conservation and Range Divisions work in close conceft,
~unfortunately, there appears to be minimal cooperation between them and
other divisionsn within [CA. Considering the developmental needs of the
country and the nature of the ICRD project there should te close
cocperation especially with the Livestock end Crops Divisions.

Discussions with some division staff members and MCA administrative
rersonnel leave the impreésion that reasons for lack of ccoperation are
veried and sometimes unclear. liowever, stated or implied reasons for
lack of cooperation include but azre not limited to: (1) develorment of
the Range Division out of %he ILivestcck Divisicn thereby reducing its
perceived scope of work and suthority, (2) provlems of "protecting turf,™
that is, a desire c¢f = Livision to retzin personnel and areas of
responsitility which is ierceived %o te tieirs, (2) a wsrrow viswroint
ang the inability of scue Uivicicn lercomnel To rasp the critical need
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(4 a ccmpetitive or adversaricl at%itude Letween soue sivisions and (5
the ever present numen provlen of persconzlity conflicts.

Kegardless of the reascns, it is obviocus that C ooyefa tion @woong
C¢ivisions in 1CA is less than optimal. The [CA, the authority with
adninistrative responsibility cover all Divisions, should exzmine
crivically the problews related to lack of cooperation end coove
cecisively to develop and irplement solutions. Such action is rneegec if
the project is To e deemed & success. [ore importantly such action is
needed to contritute to the developrent and conservation of the land and
livestock resources of lLesotho and advance the economic and social
vielfare of its people.

Progress toward reasching this Z0PS is less than sztisfactory at
this time.

C. EOPS. "A system of developing and implementing crorping and
conservation plans with farmer involverment will te established.™

A system hes been established for developing erea plens snd on—farm

plars. This gysten gernerally Tollows an eignt step process:

1. Ccnservaticn information and education.
2. ©Soil surveys ana interpretations for mudtiple uses.
5. Leveloprent ¢f arez plans.

Lo Dorestry plennine end assistance to lanc users.
=

5. Ingineering survey, design, layout anc sugervision of

instellation of structural rezsures.,
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7. Maintenance program for the upkeep of installed practices.

8. On-farm plans to improve production where the soil is protected

——

from erosion.
The involvement of local people is very well ihcorpcrated
througnout this process. The details can be found in H. W. Fausch's

"Summary of Activities and Accomplishments in the [CRD Project to 31 May

1984."

Additional observations and recommendations of the evaluation team
‘relative to the above process afe as follows:

The Information and Education Head in the Planning Section is doing
most of the conservation information and the expatriat advisor is with
range information 65% of his time. Since the Range Maﬁagement
Specialist-Field Cperations is also coveringkinformation programs on
range in the RMA it seems that the proportion of time devoted to
conservation planning information and education by the advisor could be
increased to 7¢ percent. Much benefit could derive from the advisor's
concentration on developing training and technology transfer material for
use by Planning, Soils, Engineering, and Forestry.

The facilities of AGINF (MOA) are available for weekly radio
broadcasts (conservation, Mordays; range, Fridays;), press releases of
Conservation Division activities for Radio Lesotho, quartérly newsletter
to farmers, posters, films, leéflets to farmers to remind them of
important monthly farm owveration, ang information to extension agents.,
The AGINF has also graphics capability for posters and flip charts and

slide presentations.



The IMRC (MOE) made a video tape of the‘Senlabathebe 1 Project. A
Lesotho sound tract could be added.,

They can also help with video or other movie films ofkdOngas or
other conservation subjects at a relatively reascnable cost,

Frequent I&E follow-up is necessary to keep conservation committees
and farmers informed ébéut methods of farming, erosion éontrol; structure
maintenance, improving yields, benefits of fodder, and soils.

A soil conservation theme at the next National Farmer:s' Conference
could reach many farmers, chiefs, and committees.,

Thne successful application and maintenance of area and -on-farm
plans depends on active, well-informed conservation committees and
involves lots of follow-up work.

Another beneficial ard necessary activity is traihing the
counterpart in all of the activitieé just described.

Area Plans

Area‘plans precede the on-farm plan and incorporate all'the needed
structural and vegetative erosion control ;uch,és grassed'waterways,
diversions, terraces, donga control, desilting basins, tree plantiné,‘and
fédder on Class IV land. These area plans are developed by the D%vision |
Planning staff consisting of the head, a planner, and an advisor. They
work with local committees who provide input by identifying eroding
fields. |

The Division Planner will be trained to do area plans along with

the Planning section head. They use soils information to determine the

suitable practices. Lkngineers follou-up anc determine specific locations
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The application of area plans provides for most, if not ail, of the
erosion control nesded on the land. This is an important peoint to
consider when evaluating the future direction of the project. Should the
eﬁphasis be on area planning and application at the exclusion of on-farm
planniﬁg? Should on-farm planning be a function of Extension? If COL
inputs are severely restricted where would they best be utilized? Should
district staff be trained and equipped tc do area pians? Do they have
the needed education to be proficient in area planning?

The Evaluation Team notes that there is very good erosion control
being applied to the land as a result of area plan implementation. GOL
and donor should explore ways to accelerate this aspect of the project.
I1f application can not keep pace with planning then perhaps the planning
teams (Division and District) should shift into more follow-up work with
area conservation committees and individual farmers and reduce goals
accordingly. Every attempt should be made to train the nine District
conservationists to be proficient in all aspects of planning and
follow-up. They should be involved in area plan developﬁent so they can
provide day to day follow-up, advice and encouragement.

The Evaluation Team recommends the develcpment of a "technical
guicde" that builds upon the general information in the "Land Capability
Guide" and the production details of the "Cropping Guidelines."

Conservation planners at all levels of GOL will need a technical
guice particularly after the departure of the expatriat advisor. The
technical guide snould bricge the present gap and provide the basis for
determining lana use and cropland sultapllity, essential conservation

sractices, ahd SGapLteC aUrenomic wracticss. Lt coula incluce sescing



guides, irrigation guides, soil condition indices, soils interpretations
for various uses, practice specifications or guidelines, and exhibits of
conservation plans.

On-tarm Plans

The major emphasis of tne on-farm plan is maintenance of structural
conservation practices and crop productivity. They are déveloped by the
S1xX conservationists assigned to the Districts. There are six
Conservationists in four districts who are "adequately" trained to do
on-farm plans. There are nine other potential conservation planners
needing additional ﬁfaining. (See Table 17.1)

The Division Planner is primarily training field people to do
on-farm plans. The Head of Planning and the planner have done on-farm
plans in the past.

The Division and District staff are devoting most pf their time to
new plans leaving very little time for follow-up. A system needs to be
established for keeping records of follow—up in area and on-farm
folcers. Extension could play a major role in follow-up.

Only progressive farmers or 5% of the people show interest in
on-farm plans. It is saiad that farmers lose interest in the
recommendations in the plan.

The Evaluation Team, in an attempt to be constructive rather than
critical, suggests that several alternatives be explored by the planning
teams as soon as possible. One is to provide more soils information in
the plan about the specific mapping units. The "Land Capablility Guice”
siows capability units but tne "“Sketcn of Soil Survey" does not show

ca.asility clas

n

or capabillty unit. The description of the capanility

sigat e cenesficial in the zlan folder, also.



Field boundaries are made to coin;ide with soil boundaries
especially between Class III and Class IV land. This, along with the
installation of a terrace or waterway can create even smaller fields.
This may not cause a problem with oxen but farmers have raised this as -an
issue. The smaller fields would definitely be much less efficient for
mechanization and could cause future destruction of structural
practices. On-site investigation may justify straighter field boundary
alignment in some cases.

The "Sketch of Farm" could benefit the farmer more if a legend was
provided for the symbols used.

The plan itself shéuld be developed with any farmer in the area
even if he is only willing to make one simall step to change his
operation. The plan should distinguish between actual "decisions" and -
additional practices needed that have not yet been accepted.

The “Farm Conservation Plan" sheet needs revision to provide more
than 25% of the space to the farmers' land use and treatment. The
Evaluation Team suggests that at least two sheets be used. One for the
sketches and legends, the second for decisions and recommendations. The
more progressive farmers could benefit from the "Farmers Cropping
Guicdelines® as a third sheet.

The Evaluation Team believes that the "Farm Conservation Plan" can
gain more acceptance and more likely be applied with one or more of the
following interim changes until a detailed evaluation can be made by a
sociologist/agronomist teaun:

a) Tne "plan" can be aiviced 1into four parts. The first .art

,.*::1.4_'%) Vit a@intsiends UL UITETENTS CL BAUESEL STTUCTUrS: ana



installations; the second part dealing with very basic additional
on-Zarm eroSion control remaining to be applied by the farmer; the
wnird dealing with very basic changes in the farming system that
will provide an increment of productivity increase. It may be only
one item that they agree to do. The other additional small steps
that they could take to further improve yields could be described.
(See Sample Plan 18.1)

b) The fourth part of the plan can be the more detailed "Cropping
Guigdelines™ table which can either be provided to the more
progressive farmers or routinely to every farmer.

c) The Evaluation Team further suggests that these plans be in
narrative rather than in tabular format. It is the Team's
assumption that short, simple sentences in a few concise paragraphs
may be more understandable and acceptable to the farmers. (See

Sample Plan 18.1)



18.1 SAMPLE FARM CONSERVATIOUL PLANY/

Part I. Maintenance Reguirements

The farmer agrees not to use grassed waterway as a road-way to and from

the fields. Do not graze waterway.

(or: graze lightly from to or cut for fodder or othet'villaqe

grass needs from to and no shorter than l¢ cm.)

The farmer also agrees not to plow across terraces. Remove accumulations
of sediment periodically. Repair any breaks or rodent holes as soon as

possible or report them to the village maintenance commi ttee.

Additional need:

Protect the donga trees from animal browsing and from cutting.

Part II On-Farm Erosion Control

The farmer agreed not to plow fields until _____’which will‘léave‘them in
the most protective conditicn during the srosion peziod}k(fﬁom

to ) Do not plow up and'down,the hill but follow the terrace across
the slope.

Additional need:

‘Plant field no. 2 (Class IVe 1) to fodder during __ for most
successful establishment. Use __ grass (or grass/legume} at a rate
of __ Kg/ha. Plant by broadcasting seed and harrowing lightly.

Excluce cattle from the planting. Fertilize at _ Kg at ___ time of
(clowing or harrowing) using > pockets of 2:3:0(21), Laly 3 Pkes,

- and Live.

——————



or
The farmer agreed to: Retain and protect fodder planted two years ago
using the following management practices. (fertilizer, weed control,

livestock exclusion, etc.)
This field should be in grass for six cr eight years out of every ten.
It is fair for wheat but poorly suited to most other crops. It is

unsuited for potatoes and asparagus.

Part III1 Increased Production

by

The farmer agreed to change the seeding date of maize from = to

. In this area yields generally increase when this is. done.

The farmer also agreed to control weeds in the __ crop by __ before

planting. Rogue or hoe early in the season before to eliminate the

competition for mositure and nutrients.

additional needs:

Beéaﬁse the rainfall here is mm sorghum will produce better than
maize.

Fertilizer of the following type __ at the following rate

applied at the fellowing time inn the following manner will give

excellent yielc response under normal conditions.,

Chanuiny irom waize to forage on fiela 3 (Class IvVe 2) will actuall:
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The level terrace in fielc No. 1 can be used to nand plant and raise the

following specialty crops (or garden crops) ‘ s T

Part IV Farmers Cropping Cuidelines

YVonis is merely a sample format. It is not intended to represent actual

local conditions or recommendations.

The Evaluation Committee believes that the most important part of the
planning process is follow-up and should be added as a 9th step in the
Conservation Operational Procedures discussed earlier. Follow-up can be
provicded by any or all team mémbers whether they are conservationists,
subject matter specialists, information specialists, or other District

level or Division level staff working together in a common effort.



D. EOPS - Tecnnical proceaures for development and management of
rangelands will be prepared and demonstrated.

Technical procedures for development and management of rangeland
are belng prepared and demonstrated as the project moves ahead. These
procedures are manlfested in the progress made in developing and
implementing a simple grazing management system in the Sehlabathebe RMA.
Wwhile the grazing system is technically simple it represents a vést
geparture from the traditional and its implementation impinged directly
upon established social and cultural mores. Thus, the procedures for
implementation are an essential part of the rangeland development and
management process.

More specifically technical procedures have been developed and
demonstrated (or are being demonstrated) in the development of livestock :
water, establishment of livestock handling‘faéilities,‘establishment of a
livestock improvement program which involves not only'culling but use of
improved stud animsls and a Rangeland Improvement Handbook adapted to
Lesotho conditions is being prepared.

In addition, the National Range Survey/Inventory has reguired the
development of technical procedures for acquisition of aerial photography
and its use in éreparation of the inventory. Technical procedures for
the classification of ecoclogical units, mapping and cartographic
techniques and description and analysis of the ecological units were also
prepareda and are being demonstrated. Technical procedures for the final

publication of the Range Survey/Inventory Atlas are belng prepared.



The preparation of technical procedures for develcpment and
managerent of rangelands is a continuing process. New techniques will
evolve as project implementation takes place. Thé ECPS should find a set
of development and management techniques that have been demonstrated and
are workable. It should also find trained Basotho staff capable of
applying the techniques and with the ability to comprehend, develop and
apply new techniques as needed. |

Satisfactory progress is being made toward meeting this EOPS.

19. GOAL/SUBGOAL

The stated yocal of the project is to increase productivity and
incomes of rural peor engaged in crop and livestock production. As a
suitable measure of progress toward this goal, the Prosect Paper states
that: "Income of cdoperating farmers (is to'be) increased by 12 percent
within 3 years after participating in on-farm planning or range
develqpment programs.

Neither the on-farm plans nor the range development programs
(througn the RMA at Sehlabathebe) have been in place long enough to
permit any reasonable assessment of progress toward Project Goal. There '
are currently about 200 farmers who have on-farm plans, but 1n no case
has their experience with them been tested for moré than two years. At
Sehlabathebe, although the Crazing Association has been in existence
since early 1983, many of the management practices were initiated only in

tne past summer grazing sSeason.



However, 1t may be unrealistic to assume that beneficiaries éhould
eXperiénce the anticipated changes within three years after participating
in on-farm or range management aétivities. In both cases, the project is
introducing a series of new production and resource management practices
which are likely to be fully adopted only after many years of experience
with them on the part of the participants. For example, farmers may at
first be enthusiastic about the on-farm plans, but follow them only in
part. The effect on productivity could be quite limited during this
stage. The increased production of farmers, with on-farm plans, may fall
short of 12%. However, the average of all participating farmers could
well surpass the goal by EOP.

In the RMA, initial enthusiasm has been high, but many details will
take time to work out. For example, association members have agreed to
follow the new rotational grazing syétem, but not zll of them understood
it, nor were all of them who were’required to shift to new cattlepost
areas able to arrange access to them. That the first years after |
initiation of project activities would be a pericd of trial, learning and
adjustment should have been realized at the time of project design, and a
more realistic time frame for increases in productivity and income should
have been included.

v'fhe Project is taking appropriate steps to ensure progress toward
its goal. However, we would like to aad that continued progress will
depend on sustained extension assistance and educational efforts with
farmers in bc+h on-farm planning and range management areas. In the R4,
- progress will depenc upon the effectiveness of the Project team in
building a leccal managerent structure strong @nough Lo su3tzin the

~



technical innovations introduceé auring the life ot the project. For
on-farm planning, farmer adoption of recommended practices will depend on
the Project assisting the GOL to évolve an extension approach and
technical package which addresses the constraints and is responsive to
the abilities of more farmers. This will require adequate resources and
a sustained commitment on the part of the Conservation Division.

The evaluaticn team would like to comment on Purpose to Goal
linkages of the conservation activities. The continuing efforts of: the
Conservation Division in implementing area wide plans should contribute
to continued stabilization of erosion and possible lengthening of the
productive life span of the resource base. Any productivity changes
resulcing from protection of the soil with area conseryation structures
are long-term and not easily quantifiable. Evaluations of predecessor
AID-supported conservation projects have pointed out that the goal, in
those cases, was inappropriate, as conservation efforts in the absence of
improved management and productive practices on protected land are not
likely to result in increases in productivity. ‘In this project the need
for better management and production practices as a requireé step for
production increases was realized, and the above stated goal refers only
to the on-farm aspects of conservation activities, which incorporate
improved practices in areas which already have area plans in place, The
"loss" of crop productivity as & result of removal of land from
production by grassed waterways énd terraces may or may not be off-set by
tne increasec production resulting from the reclamation <f severely

ercdaea land wnicn had zeen left idle.



vThe Project Paper (p. 6) assumed that attainment of the Goal could be
verified by prcduction and income data already available from the MOA.
As fhe 1982 Interim Evaluation noﬁéé?“however, such data do not exist.
That evaluation (p. 33) discusses the adequacy of the data base from
wnich the projected change in incomes and productivity might be measured,
ana mentioned the lack of any systematic effort to collect data on the
beneficiaries of the Project or the impact of new technology.‘ Included
in that Evaluation was the recommendation that representaiive baseline
and monitoring studies be included in the Project to permit measurement
of benefits accruing to those cooperating in Project activities,
including if possible comparison with non-cooperating farmers.

Documentation needs should be evaluated. The requirement for
assessment of project social and economic impact (and of progress toward
the goal) might well be met by the inclusion of a social scientist on the
Project team whose responsibilities will inclu&e studies over a two year
period in oraer to provide data necesSary to monitor income, employment,
productivity and other direct and indirect impacts related to project
activities.
The increase in producticn of farmers applying one or more on-farm
production practices can be documented even though their nurber is small.
On-farm plan records should permit estimation of changes in

production practices and crop yield per hectare; using farmer estiﬁates.
Record keeplng originally included in the Cropping Guidelines was found
to be somewhat impractical to implement and the system has been adjuéted
anc 1mproved based on initial experience. The recorcs shceuld grovide
useful wata if field oificers continue to fellow up witn farrers to

18t then 1n recording the reculrsc inicramation.
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fie are concernec that the Conservation Division has no system which
is systematically recording information to document productivity or
economlc impact in areas where area plans have been applied. There is no
way that the Division can access and compare the efffectiveness of its =
efforts, since there are nc records of the maintenance of conservation
works. This gap bears further review, if the Division is to make the
best of some 15 years of experience, and adopt planning and extension
approaches which are likely to minimize maintenance problems and increase

farmer support.

2v. BENEFICIARIES

The primary beneficiaries of the Project are to Ee (Project Paper,
p. 28) rufal farmers and their families who participate in on-farm
conservation programs or grazing asSociatibns. At the time of design
this was estimated to involve farmers in about 12¢ villages. Itvwas also
estimated that construction and other conservation-related labor would
provide approximately 78U¢ person months of employment per year.
Indirectly, an estimated 5¢,006¢ people would also benefit through
exposure to new and useful information through pitsos, training and other
meetings. It was stated that women, particularly, would be sought out
for emplcyment opportunities in conservation.

Other categories of beneficiaries include participants who are
recieving training; counterparts and MCA staff who have contact witn
Project staff and wno recieve in-service training; chiefs and leaders who
penefit from in-country training (including the special categoriss of

COna&rvatlon COAanlttes & Nlers, ald yradl



wno reclieve special training to undertake their jobs). Given the
incorporation into mass media of both range and conservation education as
part of the Project, those who recieve information via these media should
also benefit.

A special two-week tour of the southwestern United States has just
been completed, with 12 Principal Chiefs, 1¢ leading farmers, and three
GOL representatives attenaing. Based on the opinions of returnees, the
tour has met its objective of familiarizing leadership on alternate
approaches to managing lands under different systems of administration.
The tour covered range/livestock production activities as practiced on
public lands, private lands, and Indian Reservations.

By category of activity, an estimation of beneficiaries and
benefits to date from the Project is as follows:

A. On-Farm Plans. As of 31 May, 1984, 209 farm households had
on-farm plans. These tend to be farmers who have larger land holdings
and who are generally considered "progressive." In most cases, these

farmers are recieving seed and fertilizer for fodder production on

marginal lanas.

B. Area Conservation Plans. Since September 1988, nine area plans
have been developed and are in the précess of being implemented. Plans
are covering an estimated 20,000 hectares, and affect a total of about
2,30¥ housenclds in 33 villages. Residents of the villages incorporated
in the area plans are benefitting through conservation training provided
to thém by Conservation staff, and oy the electecd Conservation
committeas. They oenerfit, as well, from thne stabilization of tne

rescurce vass which sinoulo occur. Connittse omempers benefit trom special



At present, approximately 150 people are benefitting from

| employment provided througn the labor intensive program. This number is
~benind the anticipated level. All of those currently employed are men,
and tne evaluation team heard several complaints by women conservation

- commnittee members that women have not been given the chance to work. In
at least one community, women have complained to otner authorities about
the situation. When queried, men workers stated that they had no

- objections toc women joining them. How women are being excluded is not

well undertood. The degree of women's participation could potentially be

constrained by the long working day.

C. Range Management Area. The association area includes about
32U9 people wno live in 11 villages under the jurisdicéion of one chief.
During the 1983 membership year, 294 livestock owners had joined the
association, representing about 9¢ percent of the stock in the area, and
about 60 to 70 percent of the households. There is a delay in payment of
1964 cues, and as of March 1, only 46 had joined for the year. The
reasons for the delay are not yet well understood, but the Project team
feels that it is reasonable to assume membership of 20¢ to 250 families
for 1984, Association members have benefitted to date from improved
winter pasture (as a result of moving to cattleposts last summer), and
from additional range land as a result of the restriction of access to
the area. They have benefitted, as well, from opportunities to market
stock, use breeding animals, and (to some extent) enimal health
programs. Most of the residents of the association arez nave been able
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association membersnip are anticipated to increase over the next years,
as additional facilities are constructed, marketing and fodder production
are expanded, and members become more familiar with the advantages.

Conservation

In Lesotho, conservation programs date to the beginning ¢f thne
century. Programs began in earnest in the 193¢'s and 1940¢'s, and U.S.
assistance cates to the mid-196@'s. In the Colonial period, few steps
were taken to ensure farmer participation, and most farmers had little
uncerstanding of the reasons for conservation. People tended to resent‘
the imposition of structures which disrupted land use patterns. In later
years, especially from the 196¢'s, government liaison with farmers
involved much more extension and education, and closerfcooperation,
through elected village committees, in the development of plans. Since
the 1960's, there has been emphasis on working with farmers to address:
land use practices which contribute to conservation. The LCRD has
continued this approach. |

However, problems remain regarding farmer participation and
enthusiasm for the conservation effort —-—except as paid laborers -- in
part due to lack of understanding, but also because of the nature of the
programs and the limited production benefits they bring. Committee
members cite seeing that structures are maintained {including the control
of livestock trespass on protected areas) as their most important task.
Hovever, they also see this as their most difficult one.

Due to tne long history of conservation efforts, causes of eroéion

anc measures to control it are guite widely xnouwn. Farmers appreciate
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refer to erosion when asked about their contraints and needs 1in Crop
production; rather, they refer to measures which seem to them to bring‘a
more cdirect econamic advantage, for example, fertilizer, and small cams
to permit itrigation of vegetables. Another factor is that, despite the
more participatory approach developed by the Division in recent years for
area conservation planning, pecople still interpret the plans, and
conservation activities as a wnole, as the Government's responsibility,
and not their own. Elected conservation committees may still be seen as
organizations imﬁosed from the outside, rather than as part of the
community fabric.

In the case of on-farm plans, 1t seems that the recommended
practices are too complex and too expensive for most farmers to apply.
To date it is only the relatively well-off farmers who have expressed
much interest. If on-farm plans are to bring production benefits to a
wide range of farmers, it may be necessary tc review the approach taken,
and the appropriateness of the recommended practices from the point of
view of the farmer's constraints. The exception appears to be the
interest by farmers in fodder production on lands unsuitable {any longer)
for other crops. In the case of fodder, however, there may be a needito‘
ensure that people in the communities understand that fodder is
considered a crop, and not subject to open grazing as traditionally it
Was.

More education, over a long time period, will be required if
farmers are to take more 1lnitiative in conservation. Even so, farmer

pricrities are likely to remain, with good reascn, 1n actlvitiss whlch
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tenure of land may increase farmer interest in maintaining long term
productiVity. For the MOA Conservation Program to be as effective as
possible, it will be necessary for a better understanding, on the
govermment side, of farmer understanding, attitudes and constraints. It
will be necessary to gear the education effort more closely to the
perceptions and knowledge of the audience. Where possible, conservation

activities should be coordinated with production programs.

Range Management

Much of the success to date of the RMA at Sehlabathebe is due to
the training, educational’énd participatory focus taken by the Project
team. There was a strong emphasis on consultation with local chiefs,
and the constitution and by-laws were developed in close association with
the Association’s elected committee. The project site and its boundaries
were selected based upon social and local political considerations. The
rotaticnal gtazing pattern:is built upon the traditional transhumance
patterns followed by the villagers.

In discussions with Association members and. non-members concerning
their understanding of and concerns about Association activities, many
people raiseG similar concerns . The clesing of the Association's sumner
Grazing areas to individuals who customarily used the area but who are
‘resident outside of Association villages is already creating friction ana
proclems of trespass., Given that available estimates suggest that summer
use ¢f tne area incluced apbout 11,Lulb livestock units, and only about
7,£8¢ of these belonged to tnose resiuent in Asscciatlion villages, the
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tnat friction.will increase, that there'will be inciéents asSociated with
attempts to impound animals, or that acts bf Sabotage'might occur,’is
unknown. It is worth meﬁtioning, however,ythat'restricting accéss‘tof
previous users was a major contributing féctcr in the failure CGrazing
Associationsyset up in the past in Lesotho.

Accoraing to traditional law,’Principal‘Chiefs,‘nét lccél chiefs,
aliocate summer cattlepost areas. As a résult; in moStiareas peoplekwho
hold cattleposts are likely to come from a geographlc area w1der than
that of the nearest villages. Recent recearch findings suggest that
livestock owners' assoc1at10n with cattleposts is permanent, anc that»
range use within cattlepost areas is regularized. ,The_current’51tuatlon
at Sehlabathebe raises equity issues, as some dispiaced users are
probably at a strong economic disadvantaée. - Given the context, tiying tO’k
"solve" what has been defined as’a trespéSs ptoblem.throﬁgh an increase
in impoundmenﬁ fees alone also raises equity issues;

In part as a result of traditional tenure at mouhtéin,grazing
points, and in part beéause more intensiVe edUcational:efforts are
needed, the new rotational grazing system will take séveral yéars to
become successful. Mahy Associatioﬁ meﬁbérs must now move to areas where
they do not have a cattlepost. Members appear tc be working this dut
among themselves, by trading acéess to cattleposts, by sharing them, or
by occupying posts left by outsigers. The need to establish cattleposts
is probably the main reason why there is so much confusion about the dual

susmer rotation.



There nas been a delay in renewal of membership. Cne reason seems
to & uiat Tany raesidents are waiting for confirmation --~ in the form of
the>wcolshed, a bigger fodder program, marketing for small stock, and
other activities — of.the benefits that nave‘been explained to them at
pitsos. Some of the smaller livestock holders are unhappy with the
membership fee, wnich is structured to favor larger livestock holders.
Another concern raised was that the Association’s decision to prohibit
mafisa, or the customary loaning of livestock, has had unpleasant‘social
and economic ramifications. |

Ve are concéggéd about the time and steps which will be required
for the Association to become independent, self-supporting, and capable
of managing its affairs without substantial outside assistance. At this
time the level of extension and financial assistance to the Association
is very nigh; In addition, the presence of outsiders who are seen as
scurces of authority may moderate some of the organizational problems
which might otherwise develop. There may be a need to look closely at
the kinds of training which will be recuired for the association to
develop a strong management and authority structure. In a recent
assessment of agricultural cooperation in Lesotho, it was stressed that
in most cases, government was provicing a management function which would
have to be eventually transferred to the group if it was to become
successful. The best cases were those where there was a hired manager.
Another factér in the viability of the RYA 1n tnhe long run will be the
parallel cevelopment of naticonal range regulations wnich can provide tﬁe

regulatory frawework for the local cooperative institution.



The above topics should be examined by the Project team social
scientist, and be studied before a second RMA is instituted. Before
Graiing Associations are widely replicated, the pilot effort should prove
itself as a viable economic institution which can serve its members,neéds

and at the same time be effective in controlling range use.

21. UNPLANNED EFFECTS

The project has not nad significant unplanned effecﬁs on social
structure, environment, health, technical or the economic situation.
However, some of these factors have had an impact on the rate of prbject
implementatiog. For example: (1) the complex sccial structure and land
use system has had an impact on the development and implementation of the
RMA and Grazing System. It has also influenced the development and
potential utilization of area and on-farm plans, (2) the recent drought
has contributed to th low productivity of both crop and rangelands.
This contributed to the economic stress of farmers and stockmen. On the
other nand, thé severe death loss of livestock on the RMA, resulting from
the drought, contributed greatly toward bringing livestock numbers in
balance with available forage and (3) the budget constraints of the MOA.
Some of these factors were also discussed in Section 15, External Factors.

At Sehlabatnsbe, the significance of the grazing patterns in the
Association area was underestimated. Residents from outside have
customarily had access to the area's range and developed cattleposts
tnere, ana tnese stock nolders may be at a strong disadvantage as a
result of tne Association. The extent of unplanned, negative impact
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Tne likelihood that opposition from displaced outsiders may threaten the
viability of the Association should also be assessed.

| aAn examinaticn of the increased quaniity of land being plowed or
fittea for cultivation in the Sehlabathebe RMA would indicate that the
positive effects of increased quélity of grassland and grazing is going
to cause an increase in the numbers of people requesting permission to
settle in the Sehlabathebe area. This, in tufn, will place greater

stress on the range as these people will also want to produce liveStock.

22. LESSONS LEARNED

It is often difficult to identify lessons learned as é result of a
given activity or set of activities. Depending upon experience and
background a lesson learned for one may be merely the reiteration of a
fact or falsehced for another. Thus, it may bekprudent to reiterate some
concepts that have influenced the implementation and prpgress of the LCRD.

A. There is a critical need for project design which reflects a
comprehension of the actual situation in the developing country and
presents a logical approach to problem solving. There is no room for the
ﬁ?ollyanna“ approach or the notion that development wili be achieved or
that successful projects Qill result from invalid assumptions.

B. The ultimate success of a projeqt is highly dependent upon the
people selected to implement the project. The iﬁportance of selection of
a qualified contractor wno in turn fields a éompetent staff cannot be
overemphasizec. Developrent 1s a people to people procsss and contract

staff (as well as USAID staff) qust be avle to live ancd werk effectively

f’Y

with lecal seccle 1n thelr environtent os well as oelne tecnnically

P e
L AT i oo



C. It is also essential that ﬁSAID project management recognize
the sometimes subtle differences between monitoring and management and to
fulfill his/her responsibilities while allowing sufficient flexibility
for the contractor to adjust to change or unforeseen events within the
intended scope of the project. Development is a dynamic process.

D. The project in both cesign and implementation must work ciosely
with the people, including government and intended beneficiaries to help
them identify and solve their problems. It should also recognize and
respect local cultural and social mores and leadership and authority
chains within the country.

E. Follow-on in this country will depend to some degree upon the
ultimate progress of the project during the next couple of years. If
progress continues in the Sehlabathebe Grazing Association and the
grazing assbciation concept is institutionalized additional RMA's and
GA's should be considered. The econcmic development of Lesotho will
coentinue to be a function of the productivity of its rangeland and
livestock resources.

The Highlands water Project (HWP) may present an opportunity to
participate in an undertaking with great economic implications for
Lesotho. The LCRD project may have already opened the door to follow-on
invelvement. The Mational Range Survey/Inventory activity of LCRD
project will provide much information required by the HWP to design and
implement a watershed management project for the catchment basin of the
HivP. The ultimate long-term success of HWP will be a functlon ot a

sustainea water flow from well managed and proccuctive watersheas.



F. Most USAID érojécts are designed based on the hypothesis that

~ some group will automatically benefit from the outputs of the project.
Too often little effort is given to demand estimation.’ In this project,
what seems to be a supply or production motivated activity turns out to

: be dependent on a demand or market driven model. This is certainly the
case with the portion of the Project in the Sehlabathebe RMA. The

~ success of the project will depend on a demand for the small stock that
will result from the reduction in stocking rates whiéh are necéssary if

~ the gquality of the rangeland is to be improved., Many production oriented
~ projects are dependent upon external markets which aré often not properly
| analyzed.

G. A corollary to a demand driven model suggests that‘this demand
forces the developing nation to compete in international markets. With
the exception of the traditional cash crops developed under former
colonial powers, such as coffee and tea, many of the third world nations
are not prepared nor qualified to produce products that will meet the
competition in international market places. The issue then of dealing
with demand driven models suggests that a great deal more emphasis needs
to be placed on market analysis, not only in the design, but also in the

implementation stage of AID projects.



2%. OPECIAL CCLIRLTS CR HEMARKS
This section will be zddressed by a series of issues and

. reconmendations.

 —,

A. Issue: The Land Conservation and Range Development Project has
considerable need for research data in both the Range HManagement
and Cropland Conservation Divisions. Apparently there has been
considerable pasture and range research and close'collaboration
between ICED Project range staff and Research staff. There seems
to be less collaboration between the Conservation Divisioﬁ and
Research except fbf the jointly developed Cropping Guidelines.

Specifically, Conservation Planning staff has been attempting
to accumulate data on no-till maize product?on and asscciated
herbic.de effectiveness. They are also’invdlved in legume/grass
mixture trials. The Soils section has been involved in fertility
trials comparing zinc and phosphorus; They also have need for the
Soils Iaboratory facilities of the Research Division. Both
Conservation and Soils have need of yield data.

Recommendation: That the Research Division and the Farming Systems

Research Project work‘closely with the Conservation Division to

determine conservation and cropping system research needs and

incorporate these needs into the on-going research program.
That the Director of Technical Services coordinate regular

meetings to facilitate the exchange of research needs ana research

findings.

That the publication of available croplend resezrch Tindings
that gre uppiicurie to the Concervaticn :linnin., lecticn te Iunded
Wity ssslsTance 1Tom ULAIL AngG dIsTritutiu TOoLal onuoudd
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Issue: There seems 1o be some question regarding the,effectivehess
of on~farm planning in produciné tangible changes in production
methods on the part of the farmerf The gquestion is whethér there
is a whole set of inter-related social and econocmic constraints
such as credit, acceptance of new ideas,kstorage and marketing’
problems, and others that inhibit the acceleration of ?roduction or
whether it is the format and language of theVOnéfarm plan itself,‘
or both. The on-farm plans may be‘prdposing SOlutions which are
too complex and which require resources;unavailable to farmers.
Also, problems remain with reference to sustained commitment on the
part of farmers to maintain conservation structures. Much better
understanding is needed of farmer participatibn, and of problems,
where they have occurred so that the longrtérm effectiveness of the
Division's work may be improved.

Recommendation: Consultant resources may be required for special

studies. These should be under the direction of the Project Social
Scientist. Alternative on-farm plan styles and formats should be
evaluated for their comrrehension and acceptance on the part of the
farmer.

Issue: The role of FOA in effecting coordination among the various
divisions that are directly or indirecfly associated with the
activities of the ICRD Project, including: Range, Conservation,

Livestock and Crorps.
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70 a large degree the eventual suécess of fhe Project is
dependent upon the full cooperation of the yarious covernment units
involved with the Project. The Evaluation Team has observed that
in some cases the level of inter-division cooperation has been less
than desired. The VNMOA has the administrative responsibility for
the concerned units under its jurisdiction.

Recommendation: The [10A take appropriate action to ensure the

necessary inter-division cooperation.
Issue: Timeliness of consideratien‘for selection of a second RMA.
Progress is being made toward accomplishment of the objectives
for the Sehlabathebe HA. The Grazing»Association has been
organized, facilities constructed, stud animals purchased,‘an
educational progran impiemented and a simpié grazing management
scheme started. Despite this progress the concept of a Grazing
Association has not been institutionalized nor compietely accepted
by the people in the RMA. Over the next one to two years results
of studies by the Project social scientist will provide extremely
important information, including an assessment of problexs
resulting from displacement of livestock ocwners.

Recommendaticn: A minimum of another year of study and experience

should be allowed before consideration is given to a second RiA.
Area selection for HiAs.

There will be significant differences in the feasibility,

,
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place to place, for an RFHA. Tor logistical reasons, distant

Q

attlepost areas nay pose serious implementation problems.
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diverse‘locations, and this iﬁplies prcolems in selecting who is to
be included, and who éxcluded,‘from an Association. At this stage,‘.
locations in which a great majority of users originate from a
nearby, bounded area are preferred.

An area should be selected for the second RMA where the
likelihood of adverse effects is minimized. A second RMA, wherever
located, wili require the commitment of additional GOL resources.
As consideration is given to selection of a second site, a location
should be considered that will allow optimum utilization of
resources expended at Sehlabathebe and the applicability of the

Rehlabathebe experience.

Recommendation: Over the next two years, the ICRD staff should

devote attention to the development of guidelines and procedures
for Grazing Associations which take into account both economic and
social issues.

Prior to the selection of the area for the second RMA and
organization of the Association a social study will be required to
assess and maeke recommendations concerning likely impacts on the
area's users.

An area adjacent to and to the south of the Sehlabathebe RMA
should be given first priority for the second RIA.

r. Issue: The loss of returned trainees from Divisioné from which
they were selected.

Participant training represents a significant commitment of
Project funds. Trainees are selected and resources committed to
meet*épecific Project cbjectives. \hen returred trainees are not
assigned to the Tivision Irom which they wers selected
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it may otherwise venerit the i0A. If the .(A nas demanas Ior
additional trained staff then cothier arrangements cr funding sources
should be utilized to meet the need.

Recommendation: Returned trainees be assigned back to the Division

from wnich they were selected for training.

Issue: VWomen have been excluded to date from the employment
opportunities available through labor intensive consefvation.‘ How
the decision was made to restrict employment to men is not knoWn.}

Many households most in need of employment may not be reached, and

equity is a concern.

Recommendation: That the issue be reviewed and a report on the

outcome be submitted to USAID.
Issue: Utilization of the approximately ten months of short-term
consultancies still available to the project.

Recommendations:

(1) A detailed analysis be made of the potential demand for cattle
and small stock that could be marketed fromm the Sehlabathete RMA
into the Katal District of the Republic of South Africa.

(2) A thorough study be conducted to determine the operational and
maintenance requirements of the Soil Conservation Equipment pool at
the workshop and in rural area equipment pools.

Issue: Availability of emergency operational funds for the Prine

Contractor.

Recormendation: Follow-up action be taken on PIL number 29 and 36
to insure that the Prime Contractor has adequate emergency

operational funds to avoid unnecessary delays in the purchase of
1

‘orf-the-shelf" equipment znd 1o meet oOther operational emergzencies.

Iscue: The need for addltiornal expatrist stors of Tenlitoathere <o
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resulting Irom reduced stocking rates, increased fangeland
productivity, improved levels of yroductivity resulting from the
introdquction of new stud animals. The data will include such
things as rangeland production, birth weights of lambs and calves,
sale weights, and production of wool and wohair.

Recommendation: An additional expatriat, possible a Peace Corps

Volunteer, be posted at Sehlabathebe to assist with data collection.
Issue: long-terz runding requirements for the Sehlabathebe HMA.
It now appears that additional funding levels will be required if

the Project is to be sustained and or replicated.

Recommendaticn: A detailed eccnomic analysis be made of the
specific costs associated with the Sehlabathebe RMA.

Issue: DNeed for long-term expatriat commitment at the Sehlabathebe
RMA. It is obvious that the Sehlabathebe RMA and Grazing
Association will not be sufficiently institutionalized by the end

of the present project to be sustained without continuing expatriat

presence.

Recommendation: Expatriat support should be provided to the
Sehlabathebe RMA for at least another ten years. |

Issue: Prime Contractor overhead rate. Article 9 of the contract
calls for the establishment of a final overhead rate which will
replace the negotiated rate that has been used since the inception

of the contract.

Recommendation: The Prime Contractor should supply USAID/Lesotho

with a current sudited overhead rate.
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Issue: Subsequent evaluation of the Range component of the ICRD

Project. Progress on the range coupcnent of the Project is
satisfactory. FHowever, many new concepts are being presented which
can impact success and replicability of the Project.

Recommendation: The range component of the ICRD be subjected to

futher external evaluation in mid-1985.
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Livestock

The Evaluation Team visited the Sehlabathebe Range Panagement Area
(FHA). The visit indicated a rumber of specific livestock marketing and
production improvement problems. The Sehlabathebe model presents a
numper of unique opportunities; it is primerily a demand driven model in
contrast with the typical AID supply or production driven approach. The
stated goals of the Sehlabathebe RiA are to improve the productivity of
the range and to conserve the natural resource bese. This requires an
increase in the vegetative cover, primerily grass, which requires a
reduction in the stocking rates. To reduce the stocking rates a market
"demand" must be found for the excess livestock in the area. This
logical sequence indicates a thorough examination of a potential and
sustainable market for both cattle and small stock. The team was asked
to develcp recommendations for a marketing program.

A review of the secondary data sources indicates that the market
for livestock from the Sehlabathebe area would most logically ve found in
the Republic of South Africa. The transport interstructure and the
market potential for livestock moving into the liaseru area did nct apgpear
to te realistic or viable. An examination of a market study done in
connection with the raseru abbatoir by Dr. Don Bostwick of the Planning
Division of the Ministry of Agriculture was an excellent source of
information and suggested that there were aﬁequate supplies of livestock

in the western portion c¢f the country to wore then satisfy the demand for



thie Teedlot and the abtatoir. Dr. Bostwick concurred in the opinion that
the potential market for Sehlabathebe stock would be in the Republic. A
nember of the contractor staff and an evaluation team membér visited with
the staff of the Stockowners Cocperative Limited at the Cato Ridge
Abbatoir and also with the HMinistry of Agriculture personnel’at the
Research Station at Cedara.

Mr. Smith of the Stockowners Cooperative stationed at the Cato
Ridge Abbatoir was a good source of information and supplied adequate
data for a "directional" starting point for the marketing program. MNr.
Smith indicated that there were at least three potential markets for
livestock originating inwéﬁe eastern part of Lesotho. The largest is the
"controlled" market at Cato Ridge Abattoir. This is a quota system run
by the Government of the RSA. A quota is given to each bf the marketing
organizations of which Stockowners Coop is the largest with approximately
75 percent of the market quota and Stockowners makes a quota available to
various preducers In the times of excessive supplies the quota would
restrict the market to those producers supplying the merket on a regular
basis. A second market is the country market which would include both
auction sales and consignment selling. These sales which supply local
butchers are conducted both in lLesotho and in the Republic and are often
operated by the Stockowners Cocperative. A third market would be local
sale to other individuzsls for general consumption. Discussicns with lMr.
Smith indicated that the Stockowners Coop would be more than willing to

market cattle or sheep for the Sehlabathebe Range ianszement Association
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the implementation of the dipping program that is part of the
Seniabathebe project.

The visit with the people at fhe abattoir indicates that there is a
considerable demand for graae three, mature Sheep or mutfon, animals in
the Durban market. The Asian communities' consumption of curries;
demands a relatively lean, mature carcas and results in a reasonable
’price for this grade of carcasses. These carcasses would be typical of
the animals produced in the Sehlabathebe RMA . On the day we visited the
abattoir the price for grade 3 carcasses was Rand 2.50 per kilo. The
average dressed weight of the carcasses was 18 kilogram or approximately
4045 kilol live weight. The net value of thosercércasses, allowing for
a 26 percent cost for killing and handling, wes in the neighborhood of
Rand 35 per carcass. Hr. Smith said that the value of the hides and/or
skins plus the ofal would be about equal to the transportation cost. As
the develorment of a small stock market is important to the Sehlabathebe
project, it wouid seem that a concerted effort should be made to develop
such a market through the Stockowners Cooperative at Cato Ridge. A third
option, in addition to the sales being run in Sehlabathebe RMA, would be
the development, through the Stockowners Coop, of a consignment market
for direct placement to local butchers. Apparently the Stockowners Coop
has standing orders for certain types of stock with local dealers or
iocal butchers.

Mr. Smith said that our very brief interview would simply develop
scue "directicn" that might be followed in the future. He sgreed that a

rwore extensive study would te reguired to anslyze the tctal narket for



the sale of both cattle and small stock througn marketing channels in the
Republic. The Bostwick study suggests that the situation in Iesotho is
not one of a lack of livestock nor a lack of the physical intrastructure
'required for marketing. The issue is whether the farmers are willing to
sell the livestock at realistic market prices and enter a market oriented
system rather than their mcre traditional system which stressed the |
owning of cattle and small stock as a store of wealth for prestige or
dowry purposes. There seems to be a "gentlemen farmer syndrome." The
people in the mountain areas are apparently receiving sufficient
renittances of funds from the men working in the mines and are not
dependent on a market for their stock. The primary issue then is the
educational process which will be required in order to bring about a
cultural change and introduce these people %o a cash market society.

This in itself is not an impossible task, as many have pointed out. The
conversion from one system to another has been achieved in Botswana and
Kenya and took place some time ggo in Somalia.

| As part of this overall marketing activity the issue of livestock
improvement becomes a critical issue. The team has tsken the first step
by purchesing improved stud stock. Continued emphasis should be give to
the upgrading of the livestock in the Sehlabathebe RMA and the initial
contacts made with the breeders in the Republic should be maintained.

The staff at the RSA research and herd improvement stations are doing en
extremely fine job analyzing and developing seed stock that will help the

farmers in the Sehlabathebe RiA develop the kinds of livestock that are



in demand.

The final necessary part of the‘project is the health improvemént
"aspect. 7o satisfy the requirements in the market pléce the healith
programs must be developed to the point that the cattle and sheep are not
penalized in the market place for disease or health reasons.

The constraints to an effective livestock and range improvement
program in the Sehlabathebe RMA require the following action: 1) the
education of the indigenous populataion concerning the market value of
livestock, 2) the general acceptance of ﬁnproved'séed stock, 3) the
maintenance of an adequate health care prdgram, particularly to certify
that sheep are free of scab. If the people of the Sehlabathebe RiTA are
interested in competing in a market economy they are going to have to
meet the terms and conditions of that market.

Livestock Marketing Policy and Credit

A review of the work done by the policy advisor in the livestock
sector wouid indicate that his general activities have been conducted in
the right areas and that the issues of grazing rights, enforcement of
trespass and similar issues have tc be followed by the government in
support of the integrity of the Grazing Association if the overall
program is to be effective.

Another corollary to a successful marketing activity is the
availability of credit for the sustained operation of the Livestock
Association. The team met with blr. Dale iajors and !Mr. Bohloa of the
LCCUL and discussed the issue of the aveilability of credit to the rursl

areas. Carerul consideraticn should te given to a recently completed
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Yin the HiA. The credit needs of the FlA must be ret in order to achieve

the Project goals.



