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EXECUTIVE SUMMARY OF
FINDINGS AND RECOMMENDATIONS
OVERALL PROJECT

1. Prior to the first evaluation, project targets, which were
mainly quantitative, (farmers adopting the technical packagnm,
production increases, amount of credit, etc.) were not being
achleved. The reasons were related primarily to weaknesses in the
implementing 1institutions. Since then, the emphasis of the
project has shifted from quantitative targets to institution
building. There have been some notable successes (esp.
improvements in credit management and in the overall design of
CPT training) but much remalins to be done.

2. In terms of impact, there are three main indicators of how
well the project is doing. First, there was to have been an
increase in small farmer food production. This has been achieved
only to the extent that some CPT-gqraduntes (i.e., a2 very small
nercentage  of  the total target population) have successfully
adeptaed  certain  elements of the improved technical packaqe.
Second, local organizations were Lo have been strengthened. There
has heen no wldespread impact in this area. Significant progress
has occurred, howevoer, in 1i1ncreasing the abllity of some
cooparatives to manage credit and i{nput distribution. Third,
government technical services were to hase bheen strengthened, The
most obvlious {mpact in this regard i{s the addition of the CPTs to
the agrucultural extension  pragram.  The CHCA program in  the
Niamey Department has also bheen strengthened conslderably. Two
very important organlzations an which the project has had almost
no impact are the Animation Service and the UNCC, which no lonyer
exists, Lut has been replaced by the Unilon liationale des
Coopdratives (UNC).

3. A key to the success of the project was tao have breen  the
active support of the tnchnical servicns for the implamentatlion
of projects activities, This has not occurred bHncause  the
technical services havae, {tn general, not ldentified with thae
project., Project objectives and prlaoritinog were different  and
distinct from thelr own and thelr general attitude ways that  the
NOD project had {ts program and they had theirs, The rreason for
this si{tuation {4 that, on ane hand, %he technical secvices wera
not fully 1involund In setting NOD project objerntives and
therafore felt no particular commitment to them, and on the other
hand, tho project had no authority to {n=struct the tachnircal
sarvicas to glue top priority to the activitinms of the NDO
projact.,
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Recommendation

Since the NDD project has no implementation capacity of 1its
own, urgent steps are needed either to 1increase the
commitment of the technical services to project objectives
or, if this is not possible, to obtain the authority of the
project to assure that technical services implement project
activities effectively. If this is not done, the project
will continue to experience serious shortfalls in the
achievement of its objectives. This action needs to be taken
at the level of AID, MDR, and the Pré&fecture.

Project implementation 1is suffering from the lack of

information flows between project components as well as between
different lavels of the project -- arrondissements, to project
staff, to project management. There is no systematic monitoring
of project progress or concerted efforts to identify and address
critical implementation problems.

5.

Recommendatinns

In order to address efficiently the many implementation
problems facing the project, the information flow to and
from senior management should be improved and arrangements
for more fregquent joint discussions of problems and
accomplishments should be initiated.

In order <to reduce the administrative burdenr on senior
project management, the day-to-day manaqgement of routine
operations should be transtered from the Director and the
Director of Technlcal Tperations to the Director of
Administration and Finanr: (JAF), This position should be
filled as soon as possible by a competent individual 1n whom
the Directar can have conplete canfidence.

The maln caoncern of the project at this time should be  to

get realistic objectives for the next two years and lay as  solid

a

roundwork as possible for the design and implementation of a
9 n 2

third phase. It 15 suggested that the project adopt the following
four goals for the remaining two years:

a. Evaluate the psxperience of the CPTs and determine what
thelr role will ne in phase III and heyond. This will
fnvolvae assessing the offectiveness and {mpact of the
training, relating tha {mpact to the recurrent costs,
and identifying the relative rolas of the permanant
CPTs and the village CPT3,

b. Rasiqgn bop priority to strengthening local
organlzatians In %he skills that we know they will usae,
This tranalatas specifically Into greatly increaning
the quantity of project resources davoted to
cooparstive tralning,
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" Coe Continue to obtain concrete 1impact data on he

technical package so that the extension program dan
become increasingly relevant to the needs of lhe
farmers through-out the project area.

d. Carry out a thorough analysis of what the "Societe |de
Developpement" means for the Niamey Departmcnt in  very
specific terms. A specific focus of this analydis
should be how and to what extent responsibilities cjan
or should be effectively transferred from the techniclal
services to local organizations. The Charlick study
could make an important contribution to this analysis.
ARs much of this work as possible should be completed ‘in
1985, so it can be used for the desiqgn of phase IIT,

i

Recammendation

Regardless of what goals are finally adopted, the process
should involve MDR, the Prefet and the Department-lev2l
technical services. As already noted, a way needs to Dbe
found to obtalin the full collaboration of the key technlical
services -- agriculture, animation, alphabetisation, and to
a lesser extent, livestock -- as soon as possible.

CPT EXTENSION

The CPT7s created by the project were to have been the maln
vehicle for extending the technical package te the farmers in the
prcject area, Changes are necded at two levels to improve the
impact of the CPTs, First, it is necessary for the project staff
and the tralners at the CPT to better inderstand the elements of
the technical package in order to use them for more effective
training., Second, there {s a necd to better follow up and above
all, to nprovide support for CPT graduates in thelr efforts to
apply what they have learned under conditions of production that
they know only taoo well,

Tnere 1s some dissatisfaction within NDOD over the limited
impact of the technical themes after several years of promotion,
and ther2 {35 a manifest willingness to consider different
approaches,  Wlthin  the project's compcnents and at the level of
the LCPTs, efforts are being made to lmprave extension content,
Thus far, these efforts have had limited Impact becauses 1) they
were  only  started {n earnest in 1983, 2) the ralns falled 1in
1384, and 3) there has been a lack of cooperation from  the
Tachnical Services, [t must be emphasized, howevnr, that unless
CPT  graduates perform an extension function when they raturn  at
thelr wvilloaqes, the €07 apprnach cannot be cost-effective and
should be abandoned. Specific actiona that should be takaen durlng
the noxt two yoars are listed bolow,



Recommendations

Single out those production themes that work well and teach
them as effectively as possible in project training
programs. If the use of some themes is low, this be p:obably
because they are not effective, or because the balance of
risk-benefit is unfavorable for the producers who are being
encouraged to use them,

Pursue the extension of a range of effective technigues at
the wvillage centers in order to link training directly to
local conditiaons of production, and alter the techniques as
needed.,

Continue efforts to assure better quality teaching staff at
the CPTs,

Strengthen the capacity of technical services in the project
zone to followup project activities. Requlire that technical
service fleld staff participate in CPT training programs,
and do so in a manner that is useful and interesting to the
trainees,

Continur efforts to select better trainees, but dao not
confuse the cause-cffect relation betueen better trainee
selection and better project impact if the production themes
are only marginally useful,

Insure that trainees who occupy Jjunlor positions within
their home scttings are not constralned from using the
production themes they have learned (if they work). The
situation of women is particula:ly critical in this regard.

Either 1insure t.at women can play a more active role (if
this 1is what they desice) in cooperative strorturaes  where
they can use their modest literacy skille, or do auway  wlth
literacy training for women., The requiced changes  are
structural, not simply pedagoglcal: priority must he glven
to means of making women's literacy functional, Until this
is done, thelr interest in literacy triinlng will remain low
and the results will rontinue ta be noor,.

If women's literacy {5 to contlnue In the project assinn
adequately tralned waomen to  tho o task, and  take them
sArlously, No away with the present arrangement of  double-
duty as literacy lnstructor/follov-up agent,

Strengthen  the follow-up of tratlnees during and  after GPT
programs., Insiat on the neod for sercvice 1g0nts to listen tn
and work with villagers. Without this palnstalking exprnsstion
of genulne interoast In probloms of peopla Ln the pnroject
zona, and In what CPT graduates do, the credinllity and
impact of H0D (except as a aource of carts) will be limited,
This may ba the most lmportant racommendatlon,
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e Explore the pessibility of using CPT graduates as trainers

in wvillage-level CPTs in order to cut costs. Explore ways
for local populations to contribute to operational costs of
the training centers, but guarantee that they perceive and
receive a payoff from their contributions. Do away with the
idea of self-financing training centers.

e Respond %o requests from projoect zaone villages for help 1in
" improving agricultural production, Consider the
establishment of village-level centers in these cases only

If there is an unambiguous expression of local interest,

@ Consider closing several CPTs if the village-level centers
prove to be more cost-effective as an extension tool.

THE IMPROVED TECHNICAL PACKAGE

Surveys of CPT graduates 1in 1384 have shown that the
adoption rate of the recommended technical package is louw. In
general, more elements of the technical package are adopted 1In
the south than In north, The project does not have a systematic
progran  for adapting the technical package to the dJdifferent
grouing conditions 1in the project area., The project also does
not  have a  full-fledged farming systems rtesearch  program  to
identify key production constraints in the traditional systems
and to do on-farm testing of new technologies to address those
constralints,

Recommandations

e It 1is not necessary for the NDD project to have a full-
fiedged farming systems research program. However, the
applied research unit working closely with the mnonitoring
and evaluation unit should do careful, well monitored on-
farm testing of productivity-increasling innovations in the
different agro-climatic zones of the project area. An
Importart part of this eoffort should he the testing of
modified animal traction equipment adapr2d to ngrouwing
conditions in the projz2ct area, It is notruworthy that there
1s very little damand for aredit to nurchase animal traction
equipment In the oroject area,  Also, ther2 would he almost
no demand for fertilizers {f they were oot subsidized,

@ Thn surveys of CPT graduates should be  contlnued. The
speclfic objectives should be to: 1) abtain more irformation
on reasans for the adoptlon or non-adaption of alil or parts
of the techni:al packanes; 2) attempt to measure the on-farm
Impact of the technical package on yields and productiong
and 3) obtain concrata information on the benefits of animal
tractlon oespecially the Llmpact on yields and area plantod,
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@ The findings of the on-farm research and the surveys of CPT
graduates should be systematically incorporated into the
training programs of the CPTs.

CREDIT

1. There have been major improvements in the credit management
system since the last evaluation. Past credit accounts and loan
records have been reconciled and brought up to date, and a
computerized management information system is heing established
for CNCA. 1In fact, the credit component is the only one where
there 1is agreement between the project and the implementing
organization on objectives and how tn achicue them.

2. Although a sound credit managument zystem 1s being put in
place, it must be ra2coqnized that it will nct have an impact on
the performance of the credit component without a major follow-up
effort by the project., This follow-up should consist of continued
advice and training for CNCA, and a large-scale training program
for cooperatives and village qgroups.

Recommendatiaons

# The effort to transfer credit management responsiblility
to cooperatives should be limited in scope. Rather than seek
to bhave all cooperatives manage their own loan portfolio,
the project should work with only those who have the mast
potential for success, nrobably fewer than 20 {in number.
Neither the project nor the CNCA has the manpower ar the
resourses to provide adegquate sunport to a large number of
cooperatives, or to those who do not already have sone
capacity to manage their own affairs.

8 Concrete actions that the nrojiect should take to improve the
performance of its credit comaonent include:

1) Frequent wvisits to cooperatives and village qgroaups
emphasizing the responsiniiities of cooperatives
membership, asprcially timely laan r2payment,

2) Establish standard procedures to follow when loans ara
In default, However, CNCA and NOD need to recognize
that they are in the bhusiness of making sound loans,
not repossession  of goods as a result of  bad  loans.,
CNCA should concentrate its efforts on cara2ful  loan
analysls rather than on punitive moasuras,

3) Require larger down payments. An approprliate  douwn

payment in most would be 30 percent. Any program that
consistently requires loss than 20 percent down payment
is certain to have unacceptably high default ratas,
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J. In the 1long run the most difficult issue for thus credit
program will be financial sustainability. There are tuwo ways to
approach this problem,

a,. Follow strict banking procedures and lend only to those
who are almost certain to repay, even under the most
adverse conditions. This means lending only for what
the farmers themselves want, and only to farmers who
are creditworthy and for activities that are
financially wviable. Given the small average size of
loans to farmers, CNCA would make loans only at the
cooperative level and anly to those that can  assure
repayment. This is the onlv way to assure acceptably
low administrative costs per loan, minimal defaults,

and a truly revolving credit fund. The obvious
disadvantage is that the loan program would be VETY
small and would have virtually no measurable

development impact,

b. Use the credit fund a3z a means of achieving rural
development objectives, {.e., provide credit for
innovative agricultural technologles and villagne-level
income-generating activities. This approach entatils
high administrative costs and high degault rates which
must be subsidized.  The key here i< to differentiate
between the credit proaram, which should be self-
sustalning, and the subsidy program which is  the
responsihility of government., NDD needs to rtecognize
that CNCA will never be a financial institution in the
real sense if {t 1s obliged to subsidize rural
development efforts,

INPUTS DISTRIBUTION

The NND project has set up a sound input distribution and
inventory management system, and progess has been achleved 1in
training cooperative officlals. The ’‘mpact of these efforts,
however, has been limited because of the lack of follow-up and
logistic support., Records are not always bring kept properly and
informaticen 1s not reaching Niaey hecause of  transport and
comnunication problems. Corsequently, inventory control hy the
project  requlres more effort than it should and L5 not as up to
date  az it could be, The system that was set up for estimating
demand  for  inputs and communicating it to Hiamey has not  been
working for the same reasons,

Recommendat ion

A more systomatlic way of supporting cooperative is needed.
NND  nends to determine who will be responsible for regular
visitas to cooperative now that there 13 no UNCC structure in
the field.
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LOCAL ORGANIZATIONS

Through a variety of interventions, the NOD is providing
support for local organizations.

Preparations for local-level management of credit and inputs
are moving along, but the effective transfer of responsibility to
local populations will take time. It should be kept in mind that
if all qgoes well, three years may easily be recessary before uwe
see the beginnlngs of self-management by cooperatives in  the
project zone. It can be hoped that in four years, enough
cooperative offlcers will have heen trained, upgraded and
followed-up that self-management may became a reality in a large
part of the project zone., This is an optimistic scenario. Much of
this depends, of course, on thne willingness of coocperative
members. In order to insure their continued interest in the
affair, they must remain convinced that thete is a payoff -- bath
social and ecaonomic. Salf-management must be perceived by local
populations as something worth doing. But self-management of
what? This 1is a critical guestion thut musli be addressed by all
parties involved in the project: HNDD staffs; menbers of the
technical services, and the populations in the project zone,

The transition of concern to us involues more  than  the
peasant producers {n the zone. Arrondisaement-level personnel and
even traditional authorities must face up ta  the need to
reconceptualize development problems and  their <olutions. The
study of local organizations plannuy for 1984-1989 will provide
useful Information, which shoulg nelp with the readjustment of
current thinking about the rural milieu, and help tu better
understand and deal with the milleu's potential for and cbhstacles
to viable development,

Activities must reflect the desires of rural populations,
and this reqguires that they be carefully sought and thought  out,
In order for tnis to cccur, a more critical, analytical attitude
== grounded In ongolng contacts with the countryside -- {3
necessary at all levels of the project., We are not tnhnere yat,
Surely the process whereby Niger's rural populations will  take
their future {n thelr own hands will reaquire that they stap
walting for solutions from above as they have bHeen conditisned to
do. They now require useful advice and supporty not orders,

Raecammondatinns

o Continun the  preparation of rural populations n the
project zone for a2 more active and critical role in
endaeavors to set off a developont process. This wlll requlire
that technical staff and rural development sersonnel play a
more nffactlve role, The project adulsors for coaparativae
development, r~redit, and input distributlion nead to  qget
togathar wlith the Arrondisssment Coordinators to work out an
approach far carrying out tinls task over the next two ysars,



Continue tralning and upgrading programs fTar cooperative
officers, and eventually all coaoperative members. Strengthen
resources for follow-up and support of these training
programs. In order to better measure thelr effectiveness for
purposes of local-level management, sct-up a system of
verlfication that requires a demonstration of acqulired
skills by cooperative officers to members of the village
community as well as passing technical service or project
agents. Accountabllity to members of the community is at
least as imnortant as that to persons in higher levels of
power and authority,

Continue onroqgrams designed to Increase the awareness of
technical service staff to different approaches to
development, and pursue programs for tralning and retraining
that oblige participants to apply, hence test, and verify
thelr knowladqge. This feed-back linkage between learning and
application should become a central feature of all project-
sponsored tralning programs. Insure that rural development
personnzl who 90 through these programs offer useful advice
to yproject zone populations, If they cannot, insist that
they undergo more training., 1If their porformance {s  still
not satisfactory, replace them and find others,

SUGGESTIONSG FOR PHASE TI11

Many of the findlngs of thls evaluation indicate that what
turn out to be appropriate for a third phase of the NDD

project depends wvery much on the experlence of the next tuwo
years, However, there are several general observations that can
made at this time,

1. The nproject neads to contlnue Its strategy of  not
setting wup structures that operate separatly from  the
exlsting tuchnical servicns. The project has noever felt
that this was dasirable, and {t La now aofflicial 30N
pollcy %o move away from those types of projects.  What
cannot he overerphaslzed, however, {5 that meaningful
supgort for project actlvitiags by the technical
services can only he assured hy 1) very definlta
instructinnmg from tha Ministerial and Arafectura? laval,
and 2) qlving the Aroject Oirector the authorliy to
daal affoctively ulith the technical service departmant
heads.

2, The only basls for rural development and {ncreasad
rural Lncome |{n HNiamey Napartment {s Increased amall
farmar productivity, Thia maans that tners muat be
improved technolaogiag that can be adopted by farmers,
end thore must be offoctive oxtenalar, The {mplicattion
for phasn IIl {a that the projoct myat have some sort
of extonsion activity. As notad In the racommandations
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3.

for phase 1II, the  existing system  needs to  be
redesigned to reduce costs, oprobably by shifting to
village CPTs and having non-salaried CPT chiefs. As in
phase 1II, the key to success will be effective
technical support from the Agriculture Service,

There should be no need for phase 111 to conduct
agronamic or farming system research, but effective
links should be established with INRAN so  that  the
project does not stand still with respect to tha
technlcal packaqge. What phase 111 should have, houever,
Is an adaptive research activity as part of the
extension proqram, This would consfst of closely
monitored on-farm tegting of technical {nnovations by
the extension staff ftself with a view to ‘ncorparating
ecomamically opnrofitable lnnovations {nto the extenslon
program,

The maln thrust of phase III will ke to strengthen
local orqganlzations {cooperatlves and GAVs) to 1)
assume rasponsibillty for coertain services now provided
by government, and 2) undertake development {nitiatives
relating to soclial services and  lncome guenerating
actlvitles, This Implies a nojor tralning activity for
phase IIl. Houw this activity {3 to Le {aplemented s
unclear at  this time, Who will he  the fmplementing
technical service? 0Or 15 thig an activity that the
project wlll have to Limplement for {tself, The national
and department-level credit  and  {nput distridbution
organizatlons should not go bLelou the cooperative
leval, The ADS projfect has a  cooperatiune trafning
component, hul {4 unlikely to have the capaclty to do
more than pllot activities [n {ndlvidual departments,
Thus the project could eng up Naving to {moloment  [ta
own caaperatlve tralnlng progranm,

There are two other major unkaoowny with  respect to
local organizatlons developemant, The flrst ls:  how
long will {t take to gat local arganizatinna to  whaore
they can managn thelr awn affalrs, Cxperlances has shoun
that oaeven In countries where ecanomic  dovolapmant s
more advanced and in areas with a batter resource Hase,
Lt takes o 1ot of tralnlng and support bHafore  local
organizations can roally Inltiste and manago on  thelr
own a wide rangs nf develapanent actlivitias, The socond
{s: what can In fact be done by local nrganizatlons in
Nlamay Departaent?  There s, nf course,  the sbtanmdard
liat: fnput  supply managementy  credlt MmAnggamant §
carnal hankny  of fesuay~on gardenings  toutiquesy and
flour mills,  Thia {2 the aam0 L=t Lhat was Aot long.d
at the start of phase IT, but vary 1ittls was achlavaed,
The baslc oroblam  Ls that Nlamay Daepartment has 3
meagar raesourca basa and the rural npopulatin haa vary
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little purchasing power. This sats real limits on the
types of activities that ara economically feasiblo.

Phase TII will not need to bhe directly involved {n
input distributlon, but crodit will continue to be
needed both for the {mproved aqricultural technoloqy
and for wvillage-level income-generating activities,
Three polnts  shoyld be made In this  regard, First,
there neceds to be a strengthning of credit {nstitutions
and management at the natlonal  level, Second, the
project will need its own credit management capability
during phase [II, Third, hecause the tynes aof
activities 1likely Lo recelve credit will be {nnovative
ond risky, administrative costy and default rates oulll
be too high for the credit progran to be financlally
self-sustalning without heavy suhsidias, This needs to
be recognized by the GON and USAIT at the outset.
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I

INTRODUCTION

The Niamey Department Development Phasa II project, NDOD II,
was started 1in 1980 and is scheduled to terminate in December
1986. The overall cobjective of this project is to establish a
self-sustalining rural development pracess through the
introduction of improved agricultural tachnologies, the creation
of development-oriented local organization, and the strengthening
of government services. The project has cight components:

¢ txtension based on Farmer Training Centers (CPT)
¢ Strengthening of governwent services

@ Strenghtening of local organizations

e Credit supply

e Input distribution

¢ Women's participation

8 Applied agricultural research

® Monitoring and evaluation

The main inputs of this project are technical ~assistance;
commodities, mostly vehicles and fertilizer; a credic fund} and
construction of an office building and training centers.

The project design called for two interim evaluations., The
first of these took place i{n 1983 and, a%t an overall level,
recaommended an increased emphasis on Institution building,
stronger project management, respeclialiy for the credit component,
and  further applied research on the improved technical package,.
Specific recommendations were made for each project companent in
line with these overall recommendatiaons. The purposes of the
second  evaluation are to assess the impact of the changes
recomnended  in the first evaluatlion on project performance,
mitanure progress  to  date  toward the wchlevement of project
nbjectives, and make recommendations for the remaining two years
aof the project.

The =ovaluation was carried out by a four person team, Thae
cxpertise and responsibilities of each membswr were as follows:

MTural NDevelaopment Spocialist, team leader and primary author of
Lhapter VI, Project Management.

tinancial  Mananement Spoclalist, primary author of Chapter IV,
Credlt and Input Distribution.




5ocial Anthropologist, primary author of Chapter II, CPT-8ased
Extension, Chapter VU, Local Orpganisations, and the Appendix on
Women's Participatlion

Agricultural Economist, primary author of Chapter TII whlch
analyses the technlcal package and evaluates the performance of
the Applied Research and Mounitoring and Evaluation caomponents of
the project.

Most of the information used in the preparation of this
report was obtained from project documents, including the reparts
of short-term consultants, and discussions with project personnel
{n Niamey as well as cn field trips. Since the evaluatien did not
take place during the agricultural seasan, the eovaluation team
was not able to observe actual farming practices. However,
considerable useful  iInformation wns available from surveys
conducted by the Monitoring and Evaluation Unit.

The main findings and recommendations of the evaluation are
presented in an Executive Summary, and ogetalled recommendations

are presented at the end of each chapter.



II
CPT-BASED TRAINING AND EXTENSION

IMPLEMENTATION

A. Recruitment of Trainees

From the beginning of NDD, the goal of tralnee recruitment
has been to locate younger villagers {n the project zone who are
intaerested in learning improved agricultural production
techniques at the project's CPTs, After their CPT training, the
tralnees are expected to use the techniques in their own flields,
and to teach thelr neiqghbors howu to {mprove their own production.
Tnis 1s the "oil spot" principle of extension., Experlence during
the early years revealed that the truinees were often marqginal
elements  In thelr home villages. They were 1little motivated,
having been almost obliged to attend the CPTs, and thelir impact
was minimal once they returned home.

In order to i{mprove the quality of persaons sent to the CPTs,
the project began to more carefully specify recrultment criteria
in 1382, and tu make these criteria known among the cooperatives
in the project zone.

For the same reasons, the NDD began an "Open Door" program
at the CPTy {n 1983, These programs were designed to glve greater
nublicity to the CPT programs, and to show the effects of the
productivity  themes belng taught., Relatives and representatives
from each tralnee-couple's villane were {nvited to the sessions.
At the same  tine, the recrultment criteria were further
tightened., 0Only those cooperatives that wereo not {n default to
the CNCA could send tralnees tno the CPTa, The NDD asked that the
trainees be mature individuals, that they have experience {n
farming, and that they have access to flelds of thelr own on
which to use the new tachnliques,

Yhile 1t {s plausihla that these Improvements in recruitment
have  proaduced a higher-quality tralnee (a polnt debated hy some
CPT  directors contacted during the evaluation), more work s
needed, By way of ex<ample, a study carrled out by the project's
Manltoring and Evaluation seoctlon shows that 48% of the  tratneos
recrulted In 1284 had access ta land iIn thelr hone villages. But
half  (54%) are  nelther household hoads nor heacds of  domestic
production wunlts. Toar  the nmoment, we <annct  say  say  with
confldence  what the consequencea of this altuation will be for
the 1984 tralnees, but Lt deserves some attention durlng fnllowe
upe Tt ia possible that, 24 observed durlng Phate [ of HDD, the
tralnens'  "Junlor" status In thair fam{lios will continue to
prasont obstacles to tho effactive use of thelr knowladgn,



A second difficulty faced by several tralnees stems from the
NDD policy of selecting single tralnee couples from GMs in order
to spread project impact tn a large number of villages 1in the
cantons of the project zaone., As a result, the trainee couples
return alone to their home villaqges, and do not caonstitute a
critical mass sufficlent for purpases of extension. [Oxpressed
another way, moral support is lacking for theic initiatives in
the village., This {s a qualitative consideratior, but is zritical
nanetheless,  For innovations of the kind the NDD is promoting to
be successful, there must be same suppert fram the sucraunding
milleu. This Isolation is particularly pronounced in the case of
women CP7 qgraduates from ethnic grouns or subqgroups uhers there
s 1little if any soclal support for wamen's labor in collective
flelds (windi %oy faryan) during the cultivation season,

This sltuation can be conplicated by the fact that follow-
up and supporl needed by trainees once finlshed with CPT tralning
are not always provided, elther by the project's follow-up
agents, or hy arrondissement technical personnel, and  this
despite a genernl improvement in NOD follow-up ~fforts. During
the 1984 agricultural campaign, 747 of former trainces were
contacted at  least ance by some DN agent, Nonetheless,
discussions with persons at various levels wlthin the project--
CPT directors, wonen's follow-up agents, and without exception,
department tochnical service representatives--revealed degrees of
dissatisfaction with current follow-up.

The project has been endeavoring to Increase awareness of
and interest in MNOD among populations in the project zone, and to
promote more active participation of local couoperatives in
trainee seolection, After all these efforts, hownver, the quaestlion
nf the project's lmpact remains unansuwered, 1f by {mpact s neant
increased productivity, and operationally thls Ls largely  the
casa, After seven years of pronotiaon In %he project zone, soueral
af the HNDD's preduction techniques remaln minimally offective
(wee the secticn on the tochnlcal package),

If there s an element of the technical package  that  ia
truly popular with NDD tralnees, Lt L3 the two axen cart. And if,
because of {ts popularity, tralnees are motlvated to attend the
CPTs nprimarily In order to recelun the oxen and cart on  cradlt,
what {s the purpose of better selection criteria? (If not 3imply
to lmprove the reimbursenent sltuation.) Under theae conditions,
the link tetwsen Improved recrultment and Llmproved impact cannot
ba aasunud,.

B, Jeachars at tho CNHTa
The qusality of teachers at the project's ZPTs (CPT diraectors

and literacy {natructors) varies considarably and doas not appear
to recelve routine, suffliciant supacvision.



This is not to say that we do not find enthusiatic, capable
instructors at the CPTs. 0On the contrary, NOD training personnel
can easily point to several, But faced with a training program
that demands an effectlive approach to teaching as well as a
mastery of the themes being taught, the number of instructors
having these disirable nqualities is insufficlent.

According to observationg hy NOD personnel responsible for
CPT trainrming, and comments by an animal traction expert who
visited the project during 1983, the CPT directors have a
tendency to incorrectly wse the farm implements they are
demonstrating to trainees., 0Occasionally, for example, upliftin
blades are used instead of multicultivators ("Dents canadiens"?
to teach soil scarification. According to experience with animal
tractior, in the Zinder reqlon, only one persen is required to
cultivate with a single ox, while the CPTs fLeach that two if not
three persans are needed faor the vork.  The traction method  that
requires more human  labor may seem to some to represent  an
aconamy of time, but in reality may lecd to a loss of  donmestic
labor  and  time, especially in the case of wamen who Aare now
working more with their husbands in household fields, potentially
at  the expense  of labor time, hencs production in their oun
"lelds., The project has been pursulng improvements in the
teaching of tochnical thenes since 1384, but weaknesses still
persliste These must he addressed, particularly given the present
effort  to dlversify the range of production techniques taught at
the CPTs, The qgrerater the variety of  techniques taught, the
greater need for follow-up and "qguality control',

Similar observatlons can be made about the Jiteracy and
follnu-up agents. Thare was a great deal of varlation in  the
quality and motivation of literacy instructors during 1984, The
sltuatlon was further conplicated by the dismissal af at  least
one instructor (at  <onl B8erl) because of poor performance,
sanmathing that was done without informing the department
rapresentative of  the literacy service, An  oxtreme case was
mentioned by the department llteracy agent who descrlibed one CPT
{nstructor us  "mentally {11," baving alienated most of his
students  (Chiwil)., ther cages could be cited to complaete  this
plcture of varlation in teachling quallity, Fffforts have beon made
t7  Improve the quallty of lnstructora 1o NDD tralnlng orograns,
but tdeal candidataes frequently cannot bBe found,

Concarnling ongalng vndeavors to Improve NOD tralning, Lt is
significant that » very canstructive link has bron forand hoetuweuwn
the  project's  tralning guctlionr arrd the Contre de Formation das
Cadroa de 1'Alprahetliasation (CFCA), This has enahled NDD and the
Ilturacy service to wunrk zloqaly taqgethar to devaloun,  test, and
perfact  a nore afflclaont teactiag method tallnred for the neaeds
nl the CPT 1ite-acy program+a,  This "Intenstius 1ituracy” approach
s conaldorable proolse, and merlts eontinued aunport,

In order ta asaurg an effective program, CHPT teachers must
Mo carnfully selactad and tralned according to tho nands of  the
project, Tha literacy Inatructors must, of courss, thoroughly



understand what they are teaching (not always the case), but {in
addition, they must be able to establish a good working rapport
with the tralnees. As with all aspects of NDB, thelr activities
must be carefully followed up,

The situation of the young women who work as literacy
instructors for women CPT trainees is mcre difficult, Described
by the department literacy agent as "average", the women's
instructors are also said to lack enthusiasm for thelr work., The
results of women's literacy proaqrams at the CPTs are generously
described as extremely modest., The task of women's literacy
Instructors is a difficult one. They are charqged with giving CPT
women training that 12 parceived to have very little utility
within the present project francwork. It should not be
surprising, then, to discover that intorest levels amony women
trainees concerning literacy are very low, and that in saome cases
they refuse to attend classes. This situation scems to reflect
that of women {9 the project as a whole: not very c¢nthusiastic
because they are often marginal; they appear to be taken less
seriously; thelr prescnce at the CPTs is almast ACCRSSOTrY.,

The situation of the women's instructors is further
complicated by their additional duties as follou-up agents for
all  women CPT gradunstes who live In the rejlons surrounding  the
centers.  Thelr performance is often weak in both  areas. Nnce
again, however, the moere presence  of  follow-up aqgents and
literacy instructors for women Is a major Improvement {n NDD
training and extenston programs. The task is now one of making
their presence more effective.

As for the women who graduate from the CPTs, very partial
{nformatlon  suqgqgests that thelr use of the CPT extension themes
Is limited to thelr work with thelr hushands {n househald flelds;
thelir extension efforts In their home cownunitins are minimal.
This reinforces tha fmiage  of women a5 marginal  to nroject
activities and {mpact. Agaln, this ls the situation despite NDD
afforts from the m2arly years of Phase 11 to focus more attention
Qan wamen, This regulted In the creatlon  of 13 Jomen's
Participatlon comparant, and the subsaquent addlitlion of women's
follow-up agents. Additional Infarmation on the situation of
women in the project zone !s contalnnd In rppandix 1,

A flnal note on women's litoeracy in 40D, If endeavors to
Improve the lot of the few wamen who hecome l{taraty {n national
languagues  arn to ba effective, structural changes, not  just
hetter  teaching methods (hownver {mportant they are) will bhe
noeded,  More apecifiocally, L the axiating rural  develapmont
structurns  (cooporatives) Ln the nroject rone do not glue  woman
COT graduatas tho opportunity to yan thelr literacy skills, the
{mpact of thelr tralnlng, no matter how 9oo0d the fnatruclors,
will  be neglligible, and probably auickly lost after thay laave
the centars,



C. Follow-up of CPT Graduates

In order to provide better follow=-up of CPT raduates, the
project has recrulited men! and women's fol?ow-up agents.
Occasionally, due to dismissal or rcassignment of the men's
agents, CPT directors provide this function, often tonether with
the women's agents.

This strateny 1is a clear improvement on the pre-cxisting
situation, but 1is insufficient vis-a-vis the potential need for
follow-up: as of 1985 there will be 707 CPT graduates 1in the
project zone,

According to discussions with CPT directnrs and tollow~-up
angents at three centers, the current method of "zonal follow-up"
is inadequate, Follow-up agents frequently caoinplalin of
Insufficient transportation for travel in the areas under their
responsibility., Project zones "A"™ and "B", for example, include
all former trainees who live within 15 kilometers of the CPT. As
for actions in zone "C" (bevond 15 kilometers), wvery few vislits
were  made In 1984, One explanation for the unavailability of
vehicles wis insifflicient coordination of field trips by
arrondissement technical services, A second reason glven was the
reportedly  frequent requistions of service vehicles hy local
authoritles for non-project activities.

In cases wher: fileld trips wece made, they seem to have been
done very quickly. During ono such trip from the Koni Beri CRT,
for rxample, eightaen graduates were visited., Nne could ask how
rmuch  time was spent with each tralnoe and what was done with
each, nglven the considerable distances between villages In  the
reqlon, Unfortunately those questions were not asked,

tffective follow-up should consist of more than the
collection of Information far purposes of analysis and evaluation
at  NDD  headnuarters, A very Important function of thesn fleld
visits  soems to have heen neqglected:  support and  relnforcement
for the qgraduates's actlvitlies In thelr home villagans, 1f  we
conslder that the different components of CPT tralning for  men
and  wonmen total more than a dozen themes, without counting any
Initiatives taken hy some qraduates, oo particular problens
pncounteral by others,  the demands of a follow-up offort worthy
of tha name becomne more avident., The fact that 361 (or 74%)  of
43%  faraer tralneos wern caontacted in 17984 does not tell us much
iri ltaelf, although the total certalnly indlicates an effort on
the nart or NOD personnel., The quality of contacts {3 at least as
{nportant as thalr quantlty,

51N lnualvnment nf Tnchnical Sarvicas in the
Profnct’'s TF!l)[ﬂj Drograma

Thanka  to monthly coordination maatings of arrondissamont-
Lievel  tachnical  aarvicns, sarvica raprasantativas have tho
oppartunlity to stay Informod about project activities in order to
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plan and participate more effectively. The participation of
technical services in training Is scheduled for each CPT in a
given arrondissement. These schedules, which can be found at each
CPT, provide for at least two visits by each service every month.
CPT directors also maintaln a register of CPT visitors with
information on the date, the service involved, and the nature of
the visit. Through contacts with CPT directors and an examination
of the registers, an idea can be had of service participation in
CPT training programs., MOn the basis of this impressionistic
evidence, it appears that except for the Literacy Service and to
a lesser extent Animation, the contribution of technical services
to training is very limited. The few visits that do occur tand to
be focused on some specific task (delivery, collection of
information), and instances of tipe spent with the trainees are
rare, In the meantime, the literacy instructers, who do not
always master the content of the technical themes they teach, do
what they can to pass on this informatinon to the trainees. The
technical services should give greater support to CPT  training
through a morz active involuvement in center activities.

THE IMPACT OF CPT TRAINING ON TRAINEES

Since 1380, several studies (internal and external %o NDD)
of the project's technical package have criticized it for being
too expensive, not very effective in several components, and not
well adapted to conditions in the project zone. Animal traction
themes (except, of course, the cart) in particular have proven to
be wvery problematic from the standpoint of profitahility. More
recent information from research done by the project's Follow-up
and Evaluation unit suqggests that several features of the package
are not or are only partially used by manv CPT graduates, If the
impact of CPT training on the anronamic practices of trainees is
weak, thelr impact in their hone villaqges, in turn, 1is
negligible. The nil spot is hardly spreading, henc2 spread effect
is minimal.

The project must now disaggregate or "unpack" the tachnical
package--according L0 the possibilities and limitations
determined by rainfall and soil variations In the project zone,
More attention must also be glven to the socio-vconomic contoxt
into which the technical themes are being praduced. Since brief
studies of land tenure and soctal structures in the project zone
during 1377-1373, these lssues have been ignored (see section V).
The themes that seem least doubtful and most popular  are  often
thosa that change only slightly practices that have boen used for
soma  tim2 In the area, Data collected by the 10D on the use of
extansion themes on fields by CPT graduates from 1977 throuqgh
1983 nlves ¢s 9 wlew of the situation, Sead treastnent was used an
70 percent of the finlds,  sood sorting was used In 68 percent of
the cases, and thinnlng of plants In 77 porcent. Ay  contrast,
30ll acariflcatlon hefore the ralns was practiced In 32 percent
of the casns, whlle traclng wan used In 39 parcent and  animal
traction woeding on 32 percent of tha flalds, Manual wrading
continues to predominate In the practlce af CPT graduates,



In order to better adapt technical training to local
conditions, CPT directors began to demonstrate alternative
methods in 1884, Single-ox and donkey-traction were shown to
traineess along with two-oxen traction. Largely because farm
implements now available for alternative approaches are not well-
adapted, the demonstrations were neither very saci:sfactory nor
very convincing. The donkey hoe, for example, was not well
received because the model used at the C2Ts does not scarify the
soil as deeply as the ox-drawn equipment. To summarize, efforts
to propose a wider variety of techniques in the CPT programs are
just beginning, but they arc beginning, and are an important step
toward a more effective training program.

Oespite the possible alternatives, most all CPT  trainees
selected the ox-drawn equipment at the end of their training
programs, however costly and whatever its efficiency. This 1is
because the oxen pair can pull a cart, the "star" of the NOD
technical package. The cart (as trainees wera quick to point aut
during CRPT visits, and have been saying for years -- see the
NOD II Project Paper) 1is seen as a means of earning cash
throughout the yezr, wnila the potential effects of the improved
production techniguns (if they work) are limited to a short
period, and ‘totally dependent on rainfall. In short, the cart
promises greater diversification of real 1income, hence the
subsistence base,.

Aside* from the above-mentirned innovations, contacte with
CPT personnel and MDD headquarte.. staff most directly concerned
with training reveal that the content of CPT extension has
changed very little from previous years,

The most important change in training since 1983 1is the
opening of village-level centers (also knoun as revolving CPTs):
Guessendoundou in 1383; {ongougorou, Kolbou, and Boumbounga in
1384, To date, however, the chanqes sooem to consist of  form
rather than content. Poerhaps the clearest example of continuity
between the curriculum of CPT and village-leuel training programs
is  that of Guessendoundou. The peasant couple2s trained during
1933 were taught themes appropriate for cultivation of millet on
sandy soils. This was done despite the fact that mast of the
trainzes  cultivate sorghum an clayey soils. Thus  agricultural
training was larjely inapnropriate for the trainees. In  cases
like this, the wvillage-lev2l proqgrams simply replicate CPT
extension themes an a smaller scala. Does this represant, greater
flevibhility in tratning? No,

How can we explain the slowness of the NDD in adjusting CPT
training content? Mo doubt there are several reasons, but those
most deserving of our attention are the following:

1) The scale and complexlty of NDD: Ton many actlvities to
plan, implement, follow up, and evaluate;

2) The nouwness of the village conter approach to tralning,
It is a walcome changoe to NDD proqrams, but may be an



extra burden of follow-up if the number of village
centers increases significantly. From a management
standpoint, homogeneity of training content may be more
desirable than diversity: follow-up and evaluation are
less complicated (fewer variables to consider).

3) Inadequate follow-up of training impact linked through
a feedback mechanism in order to ease needed changes in
training content.

R final reason for the slow adjustment of NDD training
content 1is turnover at NDD headquarters. The heads of all NDD
components directly concerned with CPT training have been with
the project less than one year.

Contacts with MDD personnel reveal a willingness to improve
the quality of tralning programs, and the capacity to do this is
evident 1in the orgeanization of seminars and more innovative
programs for NDO and arrondissement-leval persannel (see section
V). Now it is the turn of the CPTs. After more Lhan six years of
operation, the productinn themes are still not satifactorily
developed, and the expected impact of thelr vse ramains to be
seen. In addition, xnowledge within the project of the MNDD's
operational milicu is limited.

RECURRENT COSTS OF CPTs AMND VILLAGE-LEVEL CEINTERS

The NDD currently envisions scveral strateglies as a means of
reducing operational costs. The first caonsists of increasing the
number of village-level centers in order to spread the impact of
NDD without excessive ircreases in cost. Among other things, the
tralnees at the village centers will live and eat at home, thus
there will be no lodging and fond casts for the project. In
addition, «construction and maintenance cests are much lower at
village centers, for only simply built houses are needed for CPT
staff,

The second approach to cost cutting consists of asking
villages that send trainens to the CPTs to absorb a part of what
are nou NDD expenses, Far =xample, beginning 1n 1885, the GMs in
the Kourfey canton of the Fillinque arrondissement, where the
Chiwil CPT is located, will zontribute in kind or cash to center
operations as follows:

e Each GM will contribute 50 kiloqgrams of millet to the CPT
for food;

¢ Tralnee couplns wlil provide their own mats, bedé, and
mattresses (this will begin {n 19853 the Nigerian
Assogiation of Woman has agreed to supply these once during
1985);

® The GMs will gather straw, millet and sorghum stalks, and
cow peaz vines for CPT cattls foads
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@ In the case that construction is raquired at the CPT, the
GMs will supply materials (mud, thatch), construction labor,
and pay for a mason if adobe 1s usad.

A third approach that has been suggested involves dividing
CPT millet production into three portions. The first will be
distributed to trainees at the end of tralning; the second will
be wused to cover miscellaneocus center expenses; and the third
will serve as the basis for a revolving fund, to be used for
input purchases.,

In order to evaluate this third strategy, M. Philip Boyle
has analyzed the recurrent costs of an "average" CPT (on the
basils of 1983 production figures): Boula, with twenty peasant
couples; and a village center, Guessendoundou, with ten cruples,
On the basis of the value of center production, he then examined
the possibilities for setting up a revolving fund., For the
average CPT  in 1983, millet production covered about 257 of
costs; for the village center, coverage amounted to 10%. Boyle
concluded that there was no potential for revenue Jeneration
sufficient for even partial financing of center oporations. From
the wview point of economic viability, neither type of center
apnaears Lo offer much., Having concluded this, 3Joyle goes oa  to
enphasize  that training centers of  this kKind have a  very
important role to play in the development  of  wmore offective
production methods. Finally, he stresses the ne2d to look at the
centers  as  tralning and extension structures and not as  self-
sustaining enterprises, uwhatever the recurrent costs. The issue
is more on2 of development policy than a narrouwly defined notion
of profitahility: at some stage soclety must incur a social cost
in the promotion of develapment,

A fourth attempt to promote self-financing tor CPTs began in
1883, HNOD contracted with several peasants in areas around  the
CPTs to grow curtified saeds. The profits from seed sales were to
feed a CPT fund, Unfortunately the rasults of this endeavor were
negative. A total of 2.8 million CFA francs was spent on  Inputs
(for 265 producers on 471 hectares of land) of which the project
recovered anly 1.5 million CFA francs.,

In summary, MNDD has considered, and in some cases attempted
to Implement strategies ta reduce and cover operational rosts at
its training centers, but the results to date have been less than
satisfactory. If recurrent costs are to be met locally, other
strateqgies will be required, It may be unrealistic to expact that
too great a burden be absorbed by local populations.
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CONCLUSIONS AND RECOMMENDATIONS

A. Conclusions

The foregoing remarks and those contalned in the section on
the project's technical package reveal several needs. First, it
is necessary to better understand the elements of the technical
package in order to use them for more effective training.

Second, 15 has been repeatedly stated above, there is a need
to better follow up and above all, to provide support for CPRT
graduates In thelr efforts to apply what they have learned under
conditions of production that they know only too well,

There is some dissatisfaction uithin MDD over the 1limited
Impact of the technical tremes aftor several years of promotion,
and there Is a manifest willingness to consider different
approaches, Within the project's campaonents and at the level of
the CPTs, efforts are belng made to improve extenslon content.

The effects of these changes =annot be judged at  present.
This is due first of all to insufficient time. The heighthened
awareness of the difficulties and endcavors to do something about
them date from 1363, More time will be needed if there  were
effective cnllaboration within NDD, uwhich there is not (sce below
and sections V and VI).

Second, 1t is noteworthy that a very poor crop year In 1984
did much to compromise endeavars to evaluate the i{mpact of
attempted improvements in extension and training.

Third, the effectiveness of any strategy requires effectlive
collaboration within the projecs, In principle the arrondissement
coordinators facllitate this  through monthly meetings. In
addition, NDD has organized several seminars in order to promote
more effective coordination and planning. These offorts are all
positive, but are insufficlent In themsolves, Cellaboration also
requires substantial inta2rest on the part of  the technlical
services, but the degree of this Interest appears to bHe vary
limited., Thus, complaints about 1inadequatz coordination  are
frequent despite mentings and seminars,

Let wus supposae that all parties to the DO could and would
cooperate as neesded for the successful pursult of project goals;
undear these conditions, several recommendat!isns merit
conslderation:

8, Racommandatinng

a) Single  out those productlion themes that work wnll and teach
them as affactivaly as possihla {n project tralning
programs. If the use of some thomes is low, this ba probably
becausre thay are not effective, or becausne ths balancn of
risk-benofit la unfavorabla for the producars who are balng
gncouraqgoed to use tham,
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Pursue the extenslion of a range of effuctive techniques at
the wvillage centers in order to directly link tralnlng to
local conditions of production, and alter the techniques as
needed.

Continue efforts to assure better quallity teaching staff at
the CPTs,

Strengthen the capaclty of technical services in the project
zone to follow-up project activities. Require that service
representatives participate in center training programs, and
do so In a manner that is useful and Interesting to the
tralnees.

Continue efforts to select better tralnees, hut do not
confuse the cause-effect relation between betiur tralnee
saloctlion and better project impact of the production themes
are only marglnally useful,

Insure that tralnees who occupy junlor positions within
thelr home settings are not constralned from using  the
production themes they have learncd (If they work). The
situation of women is particularly critical in this regard,

Either insure that women can play a core active role  (Lf
this 15 what they deuire) in cooperative structures where
they can use thelr modest lliteracy skills, or do away wlth
literacy tralning for women., The required changes are
structural, not simply pedagogical: prilority must be glven
to maans of making wonen's literacy functional., Until this
{s done, thelr internost {n litaracy training will remain low
and the results willl continue to be poor.

If women's litaracy 1s to contlnun In the project, assign
adequately tralned women to  the taslk, and take them
seriously., Do away with the predent arcangement of double-
duty as literacy instructor/follau-up agent,

Strangthen  the follow-up of tralnoes durlng and after CPT
prograns., Inilst on the need for service anents to listen to
and work with villagers, JUithout this palnatakling expresalon
of genuirn Intarest Lo pronless of propla In the project
zone, and In uwhat CPT qgraduates do, the credibility and
Impact of NDD (excapt a4 g source of carts) will he 1imited.
This may be the most tapartant reconmendation,

Exnlarse ways  for  local populations  ta contributa tn
oparational caosts of the training centera, bu’%  guarantaae
that thay  percelve and  ctecalve 9 payoff  from thalr

contributlons, No  awary with the {doa  of  salf-financlng
tralnlng contars,

Rospand  to toquaests from project zong villages for help in
Lmproving agricultural production, Considar the

13
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1)

establishment of village-level centers in these casos
if there 1s an unamblguous expression of local Interest.

only

Consider closing saveral CPTs {f the village-level centers

prove to be more cost-effective as an extension taol,
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III
THE IMPROVED TECHNICAL PACKAGE
INTRODUCTION AND BACKGROUND

Included 1in the scope of work (SOW) for the second mid-term
rvaluation was the request for the agqgricultural economist to
perform an analysls of the progress made in adapting the animal
traction technical package to the different climatic zones of
Niamey Oepartment. The analysis was conducted primarily through
(1) the review of available documentation and (2) interviews with
project, Government of Niger and other international agency
officlals. The 1list of documents revieued and individuals
contacted is attached at the end of the report.

Sometime prior to the U.5. Inspector General's audit and the
first NDD mid-term evaluation (November 1382, February 1983),
AID/Niamey became aware of the fact that the adaoption of the
improved terhnological packange (or components of the package) was
naot  proceeding at the expected rate. Problems in the monitoring
of farmers during the previous 1981 and 1982 seasons limited  the
data reliabhility and canclusions regarding packange viability, but
it was evident that farmers were not using all of the recommended
practices, The first mid-term evaluation brought together a lot
of information explalning why the adoption was slow. The primary
attraction of the packaqge was the cart that permitted farmers to
engage in revenue qgenerating activities other than crop
production,  Limited CPT finld trials that same year by the NDD
anronomist resulted {n crop budgets that showad, overall, louwer
roturns  for the recommended bi-bovine traction package than for
the improved manual or donkey-based practices. (1)

A second study was conducted {n 19873 for a small number of
farmers wsing animal traction in the Filinque arrondissement,
Though no statistirally based conclusions could be drawun because
of the small samplz, the rasults suggested that the package was
nn%t b2lng adopted and not profitable for Fillngqun,(2)

A repnrt, carctled out by F, ULebeau, I. Pattison, and Y.
tng2r of RONCO Corporatien for the Agricultural Production
Suppnrt Project, also ralsed serious questiona as to the
nrofitatility of the animal traction package and nltrogen
fortilizer,(3)

(1) Mary Abrams, 1983 Annual Report, NDD/Niamay.,

(1 Michael waybo, "Crop Entarprise Budgets for Farmers in the
Aroa of the Chilwll CPT", 1983,

‘1) Warran Enger et al, "Aaseaasment of Agricultural Inputs and
Input Dellivery"., RONCO, Nov, 1983,
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ARt about +the same time, Ithaca International, Ltd. was

contracted to do a thorough study on the agricultural technical
packages for Niger for USAID/Niger's Jolnt Program Assessment.(4)

Thelr conclusions included, inter alia: that package
success--even {f all environment conditions are met--is not
assured; that a range of choices or options should be bullt into
most components of the nackage; and that the package does contain
some elements that can increase yields and income under certatin
conditions. Through the usa  of hypothetical partial crop budqgets
they also found that donkey traction gave higher returns than
oxen traction at financial (subsidized) prices, while almost all
forms of animal traction yield orofits inforior to those earned
from the traditional syustem at ecomonic (unsubsidized) prices.
The above overlapping and complomentary studies formed the baslis
for requesting NUD project maragement to show greater flexibility
in teaching improved anricultural practices, and to give higher
priority to applied research,

According to the DD Revised Taplementation  Plan (March,
1984), NDD was to procure or produce prototype animal tractlon
equipment, testsd and modified an farmers fields, that ultimately
would lead to more effective, less subsidized, more profitaole
packanges for dry-land farming. At the same time, the training at
the CPTs was to he less rigld and include lnstruction on houw to
adapt the basic technical package to differing agro-climatic
conditlons,

ANALYSIS

The basic question to be addraessed in this section of the
evaluation 1is: To what extent has the recommended technical
package been adapted to the agro-climatic conditions of Niamey
Department?

In 1383, the agronomist was not able to conduct any an-farm
trials of the same genre as those on the CPTs hecause of  limited
resources and time constralnts., Her contract axplred in Decenber
1383, and the project was unable to recrait a replacemnent for
1384, Secondly, durlng the 1383 seasan, tho Monitorlng and
Evaluation advisor became extenslvaly Involued in estanlishing
detailed project qoals by diviston and preparing quarterly  anrd
annual reports to the neglect of conducting a follow-up survay of
pravious CPT graduates, Consequontly, further monftorlng of the
adoption or non-asdoptlion of recommendnd tachnical packann was not
accomplished {n 1383,

(4) Erlczon, Clark, Stendman and Aronson, An Assegsment of
Impc¢ovad A?ricultural Technologles in  Niger, hoca
» Ltd. 4,

‘ncernationa
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In 1984, a Nigerlen agronomist, who was to have worked
collaboratively with the expatriate technician, had beqgun to

replicate all of his predecessor's 1983 trials and had expanded
the trials from feur sites (1983) to 10 sites (1984) when he was

shifted to a new project pusition as Chi=af of Personnel. His
replacement then arrived only to find that managing the trials at
all 10 gsites was a difficult task bhecause of distance,
supervision of ennunvralors, and data volumae, As a result, farm-
based trials wusing che same animal caombilrations were again left
undone,

The Monitoring and Fualuation advisor was replaced in 1984,
His replacement arrived in mid-June with just barely enough time
to start a survey of the COT graduates to determine which
practices have been adopted, At the time of this evaluation, only
very preliminary results of the survey wers avallable,

The prellminary results are showun in Tables 1 and 2., Thae
First tahle shows the adoption of individual package components
by arrondissament, The practices most widely adopted include seed
sorting and treatment and thinning to thr2e or four seedlings.
The fertilizer results were not yet tabulated, but it is reported
that phosphate fertilizer {s also In demand. The project sold
about 290 tons ol supers triple phosphate for the 1984 season,
which translates 4o a land area ranging from 2990 hoe  {at 100
ky/ha) to 9570 ha {at 30 kn/ha), or from 1930 farmers to H450
farwers (at 1.9 ha/farcaer).

The non-utilirzation of certaln receommended practices is
avident In Table 1., Quer 50 percent of the CPT graduates surveyed
in Kolo, fuallam, and Flliinque used the traditiornal method of
land clearing and did no aechanical weedings, ULikewlse, In three
of the four arrondissenents 50 percent or more of the graduates
did not adopt Improved varle<ies. Slxty percent of the farmers In
three arrondissements did not use row marking., Sixty nercant of
the farmers, however, weeded (manually) within 11-30 day after
the first rain, and thls corresponds to the traditional
practices.

The exceptiaon to the low rates of adoption ara found among a
few CPT graduates In the Say arrondissement., Here, rocw marking,
mechanlzal nre-raln land preparation, and mechanica) weedling are
reportnd  to be used by tho najority of tho stanglalres. downver,
5ay  had the smalleat sample atze (22 parcels), Farmers In 3a
also  did  not uiso much of the HKD early millet (rapld maturlng§
send varlety, This variety was originally Intaendad to provide an
early  harvaeol ta ease the trangition ot of the hungry seasan,
hut In 1983, hirds deyoured the early coap Locaus: littla harvaest
qraln was avallansle alaseuhere,  Sav faraeras thus appeoar to have
had good reasan far not using the HED varlety in 17384,

The 1984 coap geason In Hamdallayos regglted Inoa diffarent
atilizatinn  of tho HEKPR millet, The flrst ralna cane very anarly
thig yoar, hut were not sufflclent to «suppoct the nlantad seeds,
“evoral raplaniings wore caonsequently expariancad, rasulting (n a
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Tahle 1

Application of Recommendad Practices on Ficlds Cultivated by CPT Graduates

- Preliminary -
(Percentages)
Kolo Ouallam Say  Filinque
Land Preparation
Manual 52,80 61.80 27.30 68.10
Ory plow 32.10 26.50 68,20 29,60
Wet plow 15.10 11.80 4,50 2,20
Seed Varlety
Local 52.80 32.40 77.30 59,70
CIVT S 28.30 64,70 29,70 19,00
HKP 18.90 2.90 0N 21,30
Seed Sorting
Yes 84,90 91,20 86,40 75.70
HNo 15.10 8.80 13,60 24,30
Seed Treatment
Yes 75,50 73,50 54,50 68,50
No , 24,50 26,50 45,50 31.50
Row Marking -
Yes - 35.80 41.20 63.60 35,20
No 64,20 58.80 36.40 64,80
Thinnirg
None 7.50 5.890 13.60 7.10
More than 4 leoft 3J.80 20,60 4,50 9.40
3 to 4 left 88,70 73.50 81.80 83.50
Mechanical Wesding
0 54,70 82.40 18,20 73.40
1 24,50 17.60 68,20 20.60
2 13,20 .00 13.60 6.00
3 7.50 .00 .00 .00
Firat Weeding
None 3.80 9,30 4,50 7.90
After 1st rain,
0-10 day:l 17.00 8.30 22.70 75,30
1130 days 64,20 67,40 63,60 75.30
After 30 days 15.10 14,00 9.10 4,80

Tha rosults arn expressad In parcentagas of techniques applied
on millet finles cultivated by the staglalre graduntes,
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shortened (growing) season. As the season qgrew shcrter, the
farmers planted the HKP., The longer maturing varieties recelved
an insufficlent amount of rain in Auqust/evarly September Lo fill
the millet heads out. Thus thelir yields were poor. However, the
HKP  varlety, since it was planted later, filled out at a later
date, and gave better yield ruesults,

Table 2 stows the comblnation of improved practices used on
tields cultivated by CPT graduates, The two northern
arrondissements--Filingue and Quallam--have by far the lowest
rates of adoption. Only 13 percent of Filinque and 3 percent of
Ouallam's  graduates crled to apply all of the recommanded
practices. The graduates of Say reported that nearly 50 percent
of  them used mechanical land preparatlion and weeding, uhile 19
percent  used  all  the themes except for  improved seed (early
maturing) due to the reasons mentioned earlier.

The preliminary data thus supports the previously concluded
position that the technical package has naot been adopted {n its
entirety., Concerning actual production, the 1384 drought, one of
the worst In history, has greatly diminished any ability of the
nroject to measure yleld differences between package grown graln
and  traditlonally grown grain. The survey results (uwhen they
sppear In final form) will therefore not be useful {n natimating
sleld Inpact but may be Indicative of adoption rates because all
ot the practlices ware more or less performed hefore the no-raln
condition of Auqgust and Septucber, The exceptlion to this is the
spplication of urea, which uwas supposed to be applled after those
ralns.,

Other progress made In further adaptation of the packaqge to
“laney Department conditlions started In the fourth quarter, 1383
wheen  Niger was viaslted by one of the foremost animal  traction
paperts of Jeast Africa uho 1s knouwledqgeable bnoth {n on-farm use
and the technology used to produce the unlts., He was engaged by
0D to examine the national production system far fabricating the
units as  well as to offer advice on HNDD-basad traction
utillzation and blacksaith tralning,

He sugqested minor equipment nmodiflcatlons which
denanstrated foproved equipnent performances. Spacifically, the
apnclallst dlrectnd two blacksmith training aaminars in  January
and April/May 1384,  The comained total numbar of participants
pxcandad 4, During theso senlnars, equipnment gas tried on  the
Finida, and the hHlackasmliths were roquasted to modify ecartalin
parta (plow Ylade, otc.). With the aodiflcations in place, the
aaulpnont  wan analn  tested  (doemonstrated) hefore  gouvenrnmont
anunta, In  ono case, dry, hard 4o0ll which was assuned Lo Do
unwnrkasle befare the ralng was {ndood wvorkable uhan four-ux taam
aare hltchod to a madifled plow., The object was not tn promotae
four-ox teamse, hat to demonatrate that modificatlona do ilmprove
the  aqulpmant, ang that the blackamlths can be usad a9 part of
Lha PIocass.,
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Table 2

Combination of Improved Practices

Adopted by CPT - Graduates

(Preliminary)

Code: (1) Land Preparation:

0 = manual preapration
1 = traction-based plow
2=

I =

(2) Seeding:

0 = lcoal
1 = {mproved variety

(3) Fertilizer:

0 « nune
1 = super triple, or super
or urea
Combinations Filinqus Kolo

1)(2)(3
0 0O 44,6 20.6
0 0 1 4,1 0.0
0 10 12,2 11.1
1 00 2.7 3.2
110 2.7 1.6
1 11 2.7 6.3
2 00 2.7 6.3
2 0 1 1.4 7.9
2 1 1 13.5 22,2
210 5.4 4,8
Othﬂrs 801 1.1

A1l the resulte aro exurassed {n percentages. The rosults are
based on surveys of ={llat f.alds cultivated by CPT graduatas,

176 parcals - Filingue
63 parcnla - %olo
22 parcals - lay
32 parcels - Nuallsam
Sourced 0 Monivartiog and Cualuation unlt

2V

tractlion-based plow, mechanical weeding
manual preparation, mechanical weeding

triple and ures,

Say.
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Also, the specialist's forthcoming recommendations for the
Jomestic traction 1industry will have an 1Impact on future
equlipment  usage by project farmers. Since the last mid-term
evaluation, however, the project has not acqulired other animal
tractlon equipment for prototype testlng, nor has any testing
been carrled out at the farm level.

Thus, the project was sct back by the lack of personnel or
resodrceces 5o that it was unable to maove off of the CPTs to test
the package under actual production conditions. Had on-farm tests
heen  carried out in 1984, the drought would have greatly
compramised the (yield) results, in any case,

Furthermorn, due to the turnover of the agqgronomist and
2viluation personnel and the manner in wuhich the surveys and
field trials have evolved, the project now finds itself in  the
position of having performed some elements of Farming Systems
Research  (FSR) sut without really defining the process as  such.
That is, to date, the project has not established a clear program
of adaptive FSA,

FSR consists of six distinct stages :
I Descriptive: Constraint Identification
II Identification of Improved Agronomic Practlces
III On=-Farm Testing of Potentlal Improvements

IV Identification of Unseclved Technical Problems which
are Incorporated into Stage V

v Technical {easearch with Feedback to II, III, IV
Vi 8ody of “nowlndqe for Cxtension

The project had {nitlally asaumaed that Stage YI exlsted {n
final Fform and used departaental anthroanligieal and national
agricultural data to descrive Stage I {n the Project Paper, Stage
IT was parfarmed, de facts, by thae {ntitaductlien of the traction
varlation oaxperinents at the CPTs wihlch of fteself was a modified
Stage LI, The anlnal tractlon speclallst in hls asasesaennt of
the  anlnal  tractlon  Industry, 9egan addressing  soma of  the
faztors In Stage Y (l.e., how ta Inprove equlpment quality), Thus
the ornject bhas advanced {n a "sort of " TSR mode while a1l alang
Laaching a raconnended tochnlcal package (Stage VI, ey problem
[+ that no clear procedures nor tdentificatlon of  whaere  (what
atagoe)  HNDD s In the FSR procoss hag Hoon formalized (5).

(%) Thla statement doas nat {mply that N0D ahould adopt a fulle
1cale FOR arojram, but  that 1t should have an  axplleclt
awarangss of tha diffarant stagaa and whare the project's
applied ro4earch and monitaering/evaluation units should be
Incorporated,

21



As a productivit project NDD's primary focus was to teach a
defined package whrle strengtheming support services. When it was
discovered that the package needed modification, the only
improvements sought 1involved the traction variations without
really taking a closer examination of the caoanstraints, The
incomplete 1381, 1982, and 1983 CPT graduate surveys qreatly

delayed the process,

Thus, although some progress has been made--the 17984 survey
of CPT graduates; the CPT traction trialsy the animal traction
speclalist's consultation--in the search for a better package, no
clear ornganized approach now exlsts. 0One of the tasks that nust
clearly be defined before the start of the 1985 anricultural
season ls the outline of an applied research program that  makes
use of the already existing information and resecarch efforts of
the other national/international institutions located arnund
Niamey. The Monitoring and Evaluation Advisor, the aqgronomlst,
and tractlion specialist should work collaboratively to define the
exte?t) to uhich MDY should be directly iavolved In Stages Il and
ITI (6).

POTENTIAL IMPROVEMENT IN THE TECHNICAL PACKAGE

The current focus of package improvement by the project has
been on the utilization of different Nigerien-produced equipment,
Ouring he  course of the evaluatiaon, {t hecanme apparent that
there are wmore areas of potentlal improvement  than  just the
cholce of aguipment, Figure 1 showus  the breakdoun of the
technical nackage, not by activity (clearlng, weoadlng, etc.), but
by tachnlcal area, Any aone of these components could he sub jected
to testing, ‘ot only should tnere ba nxperlnents aon the vartious
typas of equiprent, Hut tha quallity and deosign of the  equlipment
neads tn ha cxamined as welly  the llvestook purchasing method by
and for (927 qgraduates could he  oxamined,  Tha {international
Fartilizer Development Tnstitute (IFDC) triai=s have shoun  that
the use of calzlum anmantun nitrate produces higher yis1lds  than
urea, although It has a higher por unit cost, The polnt fa thiss
the project could and should be experinenting with 3 larger
number of existing "improved agromam!ic" practloos alraady
davalopad on rosearch stations rathar than limlt {tsalf ta  look
only at the varlous Nigarlan-producad tractlan gquipmant,

(6) MDD dons not necosaarily nand to ostabllsh a complate FSR
program, 0Onca aware of the differant stages, It could borrow
potantial adaptiva lnnovatine or use studlas from INRAN, ICRISAT,
etc, for {ts own uses,
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FIGURE 1

FACTORS AFFECTING CHOICE
OF TECHNOLOGY
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During the course of the evaluation, a number of potential
improvements were suggested as needing investigation at the farm

level. These are not to be taken as specific recommendations, but
rather to show the diversity of potential improvements,

The suqggestiaons address the following components of the
technical package:

. animal traction equipment
o« livestock
o fertilizer

. farm practices

Equipment

1. Previously produced "houe asines" {(donkey units) have
a defect resulting in equipmunt breakages. Elimination
of this stock and correction of the defect at the
factory level will remove the problem.

2. There are models of animal traction used 1in other
countries that may be more appcoprlate here, These
could be imported or tested on a prototype basls,

3. Immediate minnr modifications of the existing
equlipment, 1{ncluding the replacement of the weeding
blade (sarcleuse) by the "dent canadienne" for use in
land aoreparatlon,

4, Exploratury fesLgn/use of dlfferent cart models (mono-
bovine) incluidlng chanqging  the current center of
gravity and maxlimum paylonad. Farmners occaslonally
overloaded thelr carts resulting In a stressed frame.

S« A seedor/fertilizer spreader unlt, used {n Burkina
Faso, may ba applicasle here,

6. A forthcoming report by Roman Imboden will contaln
Informat!lan Lhat demonstratas how an antire
cultlvatinn unit can be producad at a cost aqual to
that of the bhatls de Dasn. In other wards, the curront
productinn  systen can lmprove Lts af flclancy, reduce
Lta costs und at tha sane tine turm out hetter nuality
matar{al, Hounver, this {4 a9 factor Seyond tie cantrnl
of MNOD,

7. Introduction of ultra-lau volunn (yLv) aprayars for
herblcldo appllcatlon (swe Lelow). Prototypas of this
tochnology are raportadly balng tested {n Northern
Nigaris,
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8.

Livestock

1.

2.

3

Fertilizer

1

2.

The project should explore makling greater use of the
local blacksmiths for equipment repailrs and initiating
modifications.

Consideration of alternative power sources--camel,
mono-bovine,

Appropriateness of the current method of 1livestock
selection by and for CPT staglaires, including timing
of the delivery,

Definition of minimum nutrient requirements to keep a
wor :ing animal In good health,

Recent trlials by the IFDC indicate that on a per
weight basis, calcium ammonium nitrate wutilization
glves higher millet yields than urea wutilization., A
study 1Is needed to sce which form 1s less expensive,
since wurea 1is cheaper than calciunm ammoniunm nitrate
but has & higher nitrogen loss rate,

Phosphate trials have shown the usefulness of thls
product., The project has used triple super phosphate,
althounh experiments show that over a certain vyleld
range, super simple does equally well, and |{is
cheaper. .

Farm Practices

1,

2.

3.

4,

The major constraint in cultlvation is weeding labor
tima, but wusing Animal traction for weeding 1Is the

most difficult technique to master. Can the ULV

herblclide sprayers be usad as a substitute?

Identify the major companents of the project that
ylald ponsitive marqinal ontributions and interactlon
effects,

Explore now practices, as mixing phosphate with soaeds
before planting,

Intagration of the technical packane with
intorcropping, At a racont ICRISAT seminar, aon-statlion
trials showrd that output from nmillet/cowpan mixad
cropping was qgraeatar than purs croppling of millet,
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5. There 1s the possibility that cuwpeas can be qgrown in
a pure stand as a cash cron.

8. What are the advantages (if any) of usling ridging
(practiced in Mali and Seneqal) on millet here?

7. Dry season activities such as viegetable ngardening and
diversification of rain, season activities with bea-
keeping, etc, should be explored.

8. Adopting proper cultivation techniques at the CPTs
according to the soill type and rainfall.

AGRO-ECONOMIC STUDIES

While agro-economic studies do not form a direct component
of the package, they are nveded for usz in the selection of the
most acceptablea technologles. Thu the economist (Monitoring and
Evaluation Advisor) will need to continue studying package
profitability. In addition, he or she should consider examining
the following items:

1) Determine, 1in addition to the risk analysis described
below, the effects of the declin= in rainfall on future
cropping strategy (7). Will animal traction bz a
profitable technology 1in light of 1increased drought
probabilities?

2. Incorporatn risk analysis {n determining package
acceptablility to farmers. Mono-culture versus mixed-
cropping, the reasons far parceling and the effect of
parczling on labor times and package wutilizatlon, new
versus traditional variety mean and varfance
differences, {f any, e.:.

3. Closely examine cartage revenues to determine its axact
lavel of profitabllity and the effects of increasing
district «cart supply on these revenues. What s the
optimal number of carts faor a glven reglon?

4, Explore the economic tmplicationsg of uslng ULY sprayers
in place of tractlon-based waeding and estimated the
impact of spray on polsoning certaln weeds, nreviously
plcked by women for use In saucos,

(4) Based on an approximation techniqun, Niamay Dapartmont
rainfall hos, according to monthly matooroloqical data from
1351 to presont, on a voluma/distribution basi{s, ahiftad
from a .33 good, .33 average, .33 bad rainfall to a 0y 5,
o5 distribution,
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COLLABORATION BETWEEN AGENCIES

The major institutions involved in agricultural-related
research centered in or around Niamey include ICRISAT (including
the International Fertilizer Development Corporation (IFDC)),
INRAN, Tropsolls, AGRHYMET, and donor agencles such as the FAOQ,
Yorld Bank, non-government organizations, and the German. French,
and Chinese governments, amonqg others,

There are two areas where DD can or should collaborate.
First, NDD could learn from the experience of oth.r inteqrated

develonment projects (and wvice-versa) in terms of project
nanagement, CPT operation, farmer extension, the technical

pnackage, etc. The establishmnent of tha axperimental village based
CPT  (CPT wvillaqeols) 1is the result of learning about CPT
operation of the 3M project in Zinder. The transfer of persaonnel
between projects 1s  an informal way of building upon other
nrojects' experiences: the current NDO agronomist had previously
been the agronomist for a project located near Tahoua.

The second area of needed collaboration 1is  that of
exchanglng research, an-farm results, and other ideas with those
organizations whose alm {5 to remove the agronomic/technoloqgical
constralnts  of Sahelian or Higerien agriculture. The two ma jor
institutes for this, around Niamey, are ICRISAT and INRAN. The
caonsultant did not make contacl with Traopsoils,

Formally or inforaally NDD coaordination with ICRISAT  and
INRAN 1s not good and with the other Institutlons is probably not
veery qgood elther, The principal reason for this is that the tuwo
Keay NND0D  people  for research coodlnation--the monitoring and
evialuation Advisor and the head agronomist--hoth left the project
within a few months of ecach other., 8nth Indlviduals had contacts
I{n the other organizations, The agronomist was not replaced, and
the Monitoringysfvaluation person arrlued in late June  Just  in
time to Implement the 1984  survey of CPT graduats. Most aof the
previous communication linkages were thus hroken,

The current head of the NDD  applled research  divisian
initiated an agreement ("conventlon") that formally estahllshed
Links wilth the aqgronomle dlvislon of IHURAN, Cikewlan, the aoffice
for Agro=fconomlec Studlias at INRAY fnitlated a "conventlon” wlth
the Monltering/Eualuatiaon Unlt of ND0D. The conuvention doflned the
matorial contributlionsg, ralatlonuhips and
Inltiallza-tan/exchanges  of results betwyoon the twe qgroups.  In
nranticn, howaver, 1t appears  that  collahnrastion has  boen
minimal, INRAN was not aware, at tho tlme of the {ntorviow, that
L project's  reslacenent  for  tho agricultural ncononiat
(Monftoring/Cualuation) had acclved tn June, nor had  the nou
arrival  gona  to coat them,

The lack aof comnunication aeons to have bean caused
primaclly by the changae of parsonnal and the lack of organized
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informal (or formal) perlodic maetings, The onus for arganlzing
meatings should rest with NDD since HDD, looking for the bast
possible tachnical package components, will profit from the
research daone by INRAN and ICRISAT. In turn, NDD could inform the
other organizations of the rosults of the innovations. Increased
coordination between INRAN and the Monltoring/Cvaluation Unit
would avoid duplicative survey efforts as well,

CONCLUSTIONS AND RECOMMENDATIUONS

A. Conclustons

The objective of this section of the avaluation was to
determine how much the project has advanced {n making the animal
traction Lased technical package batter adapted to the differaent
climatic zanes of Nianey,

First, it can be sald that, althoungh sone progress has been
made in the search for a better packagr, HOD still lacks 4 well-
deflned proygran for the development of such a package, DY 1s now
In a position uhore, Lf ceortylin adjustments  were made, the
project could assume a laading rols that wnuld re-orient national
and departmental anplled agrononiec and farning systems rosearch,
The CAT-tbased  trilals, the continued osperimentation with
varletles, and  the  fnuolvenent of one of the foremost  animal
traction exparts of West Arcica Indlcate that the preject made an
effort to searcch for a bettor pacicags,  Although [t did not  test
any prototyone equipment, 1t would have beon difficult to do 30 {n
light of the sersonnel changes andg the 19894 drought,

Second, A numhar of existing f{nnovations can now Yo  tasted
at tha CPT  .and farm  levels, The nroject  already has  the
established Infrastructure and  analysis methodology, Innovatlona
to be tested might fnclude, Iator alta, equipment that has baen
used In other countrles, ULY SPEAYyara,  nure stand cou poeas {(as
cash crop), and  mono=houline traction, The forthceming
reconmmandaticny  from the report urltten Ly the  anfmal  tractlon
expert on the daomestic traction Industry witll also have an Iapact
on future equlpnent ugage by the farners, This  Impact would not
be felt for at least couple af yoira, houevar,

Thirdg, rcasearch  and Cleld axpartonce Indlz2ate taast Ia t9e
northarn  half  of  tho Yiamay Departnment, Jaed  tragtnent  and
phosphata  fartilizer anollcation are belag gdopted by  faraers,
while fn  GSay and other dryland areas where clay Has-fonds  ara
morae oredomlinant, deed troagtmont and uras, thoggh L4 nonds to bo
aoropasly  applied  flor raplayced), a3 uell as plauling  after  thn
flrat taln, nay also e aceenteo oracticous,

Fourth, «whlle collabaratinn Batb cooan the diffarant dausss ar

projncts xlata an o papar Lhrough t e Aastanllahmnnt of
"convantiana', thorw appears to bay, in fact, little coardination
or offactive communlcation bLatugen  thom, The inutitutlons

invnlund hore bave annual budgate, (n Nigar alnne, that togather
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total several millions of dollars. One would hope that somewhere
within these budgets (or annual plans) steps would be outlined to
keep the communication channels open and information flowing. The
replacement or disappearance of personnel, as was the cause
here, shouldn't be the sole reason for the different
institutions' failure to keep abreast of one another.

8. Recommendatiaons

Based on the reviewed documents, interviews, and the
consultant's previous experience with NOL, the following actions
are recommanded for current and future NOD operations regarding

the use of the agronomic technical packaqe,

1. The project should recojnize that the key to increased
farmer production 1is not in the development of more
seminars or new teaching methods (CPT-villageonis) but
in making an apnropriate and affordable technical
package, couplad with proper Instruction and sufficlent
follow-un. If the project's principal qoal of
increasing cereal production is to remain, the first
key 1ssue that nmust be addressed is  the technical
packaqe.

2. Nigerien agriculturnl research needs to be expanded  to
include the on-farm search for more productive mathods
of ralsing crops. A number of paotantial agronoemic and
equipment improvements have already been devaloped., The
project nceds to define a farming systems resecarch
program. A detailed 1list of some of new, untested
conm...nents (for Niamey Department) is found in the main
body of tnis chapter,

3. The agronomic and agricultural aconomlec research wunlts
of the . :rious national and intarnational agencles noced
to develap better lines of communicat{on among
themselvus and with the project., Informal aonthly
meetlings should be established for cadra of the Niger
Cereals Project i{n INRAN, the agronomist and economist
of NDD, ICRIGAT, Minlstry of Plan (Project Fualuattion
Assistance), and othar {nterosted agencles, The
informal meetings would alaa serve to help strengthan
the tiles betwnan some orqganizatlons that now  havae
coopaerative memorandums of agresment, on paper, but not
in spirlit,
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In order, and once in order, tnis iiformation can be accessed
under specific criteria. With project assistance, the CNCA will
be able to take this raw data and turn it into management
information, As the CNCA galns experience with the MIS, it will
"ask" for inforrmition in different ways accarding to its needs,

First, the training for CNCA which is planned for the period
December 1984 to March 1205 will fnitially involve the "Chef
d'Agence" and one agent, follouwed by the remalning three agents,
In brief, the objective is for all agents to be able to do their
own data entry, qet their own specific output (by account) and
forms, and then go to the field prapared to use tho information
aoutput/analysis/forms in their normal credit activities,

Second, to assist in current and future tralning, as well as
in computer-user needs, the Management Information Advlsor will
write a wuser's manual in French for the credit component which
will cover the follaouing subjects:

1e The system-care and maintenance
2. Programs
a, a listing with typical output forms
h, all output options
c. how tao input data
d. hou to arranqn files
e. hou to get different outputs
f. howu to handle errors.

The above will he presented in tutorlal fashion, in a stap-
by-step procedurc,

The MI5, as it pertalns to the CNCA, {s adapted to existing
CNCA  farms and procedures in order to bulld on what is famillar
to CHNCA personnel. In addition, the project has involved CMNCA
staff In the preparatlon of the MI5 credlt caoamponent.. v December
19, 1384, this component shaould be ready for presentation to the
CNCA., Bntween Oecember 15, 1984, and February 15, 1985, the CHCA
will have the apportunity to raact to the system as It Inputs the
data which will glve 1its fiald agents timely and accurato
informatinn for thelr activitineg,

An example  of  the type of change which the system will
Inatitute 1{s the avatlanility of loan informatlon by individual
borrowar, At presaent, agents are not writing tndividual recalpts
for 1loan payments, Rathor, they wrlte oane recaipt to the
particular rooperative for a4 number of individual rapayments,
Uith the MIS credit component, Informatlon must came Yack 5 the
systam uwhich links the roceipt with the tndividual horrowsc., An
Impartant benofit of this component, L4 that with more accurato
information by borrower, daovalappaed over time, the CNCA can bn
more raggnnahle avout  granting  lvoans  and abnut 1naeking
rolimburamants,

An  additional bhenafit will be the time-saving fanturs
offored, .,n., many pariodlc raports and paparwork activities

3


http:particul.ar




no cooperatives are completely up to date on loan repaymant. The
second set aslide (four percentage points) has not yet been
possible because of the difficulty in separating loan repayments
recelved 1into capital and 1interest payment components. The
protocol furthar outllines the means avallable to the CNCA to
force lony overdue loan payments, including cutting off the tuwo
percentage ponint soet-aside,

It also states that accounting for credit repayment will
take place at cooperative, arrondlssoment and department levels,
that the NDD project will furnish all necessary accounting forms,
and that UNCC will continue to hnlp cooperatives manange thelr
inventories and keep current, accurate rocords - until the
cooperatives arn sufflciently experinncas In these matters to  do
them themsnlves,

Finally, the protocol detalled the UNCC and CNCA
responsibilities and procedures for accounting and reporting on
credit and input supply asctivitlies,

S. Loan Pnrtfolio Manangement

Varlaons  Improvenonts have been made in the past elqghteen

months by HNDOD, namely reconstruction of the entire 10an
portfolia, reconciliation of the credit fund account, and the
preparation of A credit informatlion systen which, with

appropriate  tralning and acceptance, wlll streamline and help
make effectlve CNCA's credlt activities. Following are the
principal improveaents nataed:

® Between March and May 1383, CNCA agents, YNCC agents and the
project credit/input adulsor canvassed the project area  to
determine what conmmodities were actually under laan by
Individual bLorrower, and to collect uhat aonios thry could
on  laans, The loan  ropayment rate climbed  from 207  to
approxinatal, 609 ot the ond of thig perlod. 9y June 30,
1984, the rapaynent rate  had dropped to approximately 557,

e OFf the 3 815,000 provided to the credlt fund and unable to
be accounted for, a4 referenced {n the 16 audit  (February
10, 1983), 11l of this money now has hoen  accounted  for
elther by buelng undar laan contract or hy knawledagy af  the
location of tho equlpaent distributed, Today, 575,371,086, or
approximataly 27,000,000 FCFA  Ls not  yot  under loan
contract, This amount s reprasented by the fallowling
equipmunt at the folloulng laocatlons,

@ The credit apeclallat bolloves that trhe project will 4uccond
In obtalnlag laan contracts on thae 11,072,000 Fora wnrth of
dankay carts In Filingun, Tor Lhw coaaining 15,119,200 FLPA
(approximately § 43,000} Lt wlll he very difficult Lo obtain
loan contracts hecause the draught has althor  drlven Lhe
borrnwars out nf the arvas In quastian, or has randered tham
incapanhlae of  payling, Thn  altarnative will thon Lo
raepoassassion of the aquinment,
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Amount (FCFA) Equipment Locatlon
11.772.000 108 donkey carts Filingue
6.079.000 102 donkey carts Quallam
3.100.000 40 oxen carts Fillngue
1.945,000 28 oxen carts Quallam
3.100.000 40 oxen carts Kolo
8385.000 other equipment All Three Arr,

26,891,200

Source: Richard Crayne, Rapport sur le Fonds de Crédit,
Oecember 1984,

e The credlt fund account has been reconcliled from its opening
to September 30, 1984, All accounting transactions and the
bank records Justifying the operations of the account are
available in manual and conputer form, One account for the
credit fund exists, and i{s verified monthly by the Credit
Sprclallist. Since February 1983, there have only been
isolated LInstances of the CHNCA crediting project cash salas
in error to the project credit account,

e Under the credit Information component (CI3) of the MIS,
loan {nformation Is avallahle by year qgranted, principal,
and project share of the principal In  the case of co-
financed lonans, 0o.q,., oquipment loan from NDD, animal loan
from CHCA. Thus, NOD can Justify to CNCA what amount CNCA
ownes the nroject.

o CNCA finld angents now have proper procedures for accounting
for project cash sales, through numbered recalpt  books
bearing the project =eal and accaunt nunbaer, The recelpts
and recelpt hoolks used to record thae recelpt of cash  from
cooperatives by agents  are  base documents  whizh  allow
transactions to he traced,.

® To claar up the status of loan contracts betusen CHCA  and
coaparativas {n-s0-far a9 aource of materials 19 concurned,
KeFs Carpentar's project-uides physlcal fnvantary of May 1983
permitted the CHCA  to  distinquish  hbatwesen  agricultural
inputs provided on loan from projoct stocks and  from UNCE
stocks located !{n project warehouqns, Thue June=August 1984
physlcal fnvontory made the distinction betwean project and
UNCE  atocks for all uarehousna, (Tha UDD project uses UNCE
warahousns occasianally,)

He Loan epaynant
hpaynant

In Spring 1983, the CNCA/Niamay put lnto practice a CNCA
rational  directive stating that |t would not lend to any
caparative  whosa rapayment rate has fallan below 90%, CNCA is
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largaly abiding by its own rula, the only exceptions being (1)
individual GMs whose repayment rate exceeds 90%, even though the
cooperative to which it belungs is experiencling an oaverall
rapayment rate of less than 90%, and (2) those cooperatlives,
which are making a significant effort to repay durlng the current
drought yearvr., In the second case, those cooperatives will receive
consideration by the CNCA on their loan requests. The CNCA also
has the authority to repossess equipmnent on uhlch borrowers haye
been seriously delinquent in thelr tepayments,  To date, the CNCA
has repossessed equipment only arccasfanally,

Once the CIS 1s on stream and accented, OCNCA  should have
better contro! on {ts loan repayment activities, have the ability
to increase repayments, and have louar loan administrative costs.,
It is too early to tell how much per laan administrative costs
will drop because CNCA does not yet have experiance with the
system, Followlng are the naln Improvements, both actual and
potential, notod:

® Provided that the CHNCA gets all Lts basic loan data entarad
In the credit Information system component of the MIS, and
undertakes the training which NDD will provide, the CNCA
should, by June 198%, have control over Its loan portfolio,
and know the statuys aof {ts loan repayments as of the cut-off
date for lnan data vntry,

® A draft copy of loan recovery procedures for CNCA has  been
written by the Credit Spacialist, and {4 belng circulated at
CNCA, 8y March 1989, the procedures should be finalized, and
tralning of agunts {n loan rocovery technlques should bhegin,
The establ! ‘ment of these procedures was delayed tecause of
the time r cessary for the Credtt Specialist to reconstruct
the entire project loan partfolin, to reconclle the nroject
credit aceount and to work an the 116G,

@ For any yluen yaar, the folloulng loan activity procedurs
and schedula (s proposced hy HDD:

(L) Early Dctober (Octobaer 1-5), CNCA starts to produce
documents for {ts flald ajents for Kaola and Say
arrondiasamants, far axarmpia, Jhila aganty ara covering
these tuwn arcondlssomanta, the conylindgar of the
documants  far the other four arrondliisamants  of thn
Nlamay depactment are proparad by mideOctober, and all
agunts ara o the  flald  gatting  repaymants and
obtalning loan requicements for next yaar, Fallow=-up
continuny {nta Docemnar,

(41) Analysls of loan recovury 13 done in  January. By
this time, CHCA ahould hasve roacouared approsinataly 759
of tha total recovarahla from that harvgat pariod, and
thus 1t will have a4 falrly aceurata tapaymant plcectura,

(L41)  (11) sbove should provide the Sasls for flnal
prant{ng af  loans  in Fabruary and  Mareh, wlith






on the particular cooperative activities to be undertaken, and
completed by a 7-10 day perind of hands-on training wuwith the
documentation necessary in credit activities (collective request
for loans, 1loan contracts, loan repayments and  delivery of
comnoditioes with supporting delivery slip) and Inventory
managemant, The docunmantation 1is in simplified form, and
expressed In Hausa and Djerma,

The next training cycle will start in March-April 1985, with
a8 four day arientatlon session for cooperative officers In  the
principles of cooperative organization and uhat the duties of
each officer are, This will prepare them for resumption of  the
trainlng cycls once the 1985 harvest is ovier,

There Is no  assurance at this time that the attenpt to
transfer credit managenent responsihility to the cooperatives
will be successful, Uhat is certain is that the process s a
long-term one that will require sustalned efforts by NOD  and
CNCA., Reqular tralning and close follow-up will be essential,
Glven the avallability of resaurces and the magnitude aof  the
task, {t !s stronqgly recommended that the project heqln with a
small nunber  of  cooperatives, The two faclors to  take Lnto
account in salecting thuse  cooperatives ire 1) thelr
understanding  of cooperative responsibilities, especlally  loan
repayments  and  2) the avallanlility of profitable underta'<lngs
that will gencrate the resources necessary to repay the loans,

C. Likallhood of flnancial Sustalnanhility,

Emmesen . - o -

Thero appear to be  Ltwo principal alternatives to
astabllsning credit activities for ralnfed agriculture in Niger.
The chelce heturen the alternatives dapends on the declslon to
strika for broad develapemental ohjectives or to astablish a
well-functioning, flnancinlly anlfesustalning credit Inastitution,

1. A Filonanclially Self-fSustalning Credit Institatlion,

This Institution, establishnd to lond to small farmers,
through cooperatives, unuld follow the aamn hanteing proceduras as
1t would with any coamurcial customer, The customer would have to
satlafy the lending {natitutton as to hia credit-ynrthinoss, nis
willingnaas andg abllity to raepay, his charactar, his collateral,
and  the flnancial  soundnoss of  the activity he wants to
undartaka,

Such an Instlitution would seok and proasunably would have lou
lnoan  adminiatratian cnsts and low dafault rcatws, hacauss (¢
“ould anly land to tho4a cliants ({ndlviduals, cooparatives) who
Aara axcollont credit risks, Ffurthermore, 1t wnuld only land for
thosa activities, already proven o ha profitanla, or whloch coul
demonstrata conclusivaly that thay will ba arofitaslae, Anlnal
tractinn equismant, grinding milla, wells for village vagatanla
gardaning antivitiag, far asanple, probably would not qualify for
loanding, The "bankanla™ type activitisg that sueh an Institutinn
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would consider most attractive would not promote development
objectives on a widescale basis.

The advantage of such an institution, however, 1is that it
wnould be financially sound, run on strict business/banking
principles, and would be available to provide credit {n the
future as econamic develaopment proceeded (hopefully) and certaln

real opportunities arese, £2.9.y new seed, sultable animal
traction equipment, Tt would know how to manage credit and would
tailor loans to farmers {n ways which would help ensure

repayment,

2. A Subsidized Credit Institution,

If the decision {s to try to achieve broad developmental
objectives, 1l.e., to meet a spectrum of farmer needs and to make
credit avallable widely, then an institulon that is financlally

self-sustalining is unreallstic.

Broad develaonmental objectives mean acceptance of high loan
administration costs and default rates, at least initially. The
baslc requirement {5 to develop and implement a strateqgy which,
overtime, will lower costs and default rates, so that {n the
longer  term a credit institution will become financially wviable
(or at  least  in good part viable) while in the shorter term,
farmers will have been helped to increase agricultural production
and to Increase thaelr incomes,

In brief, how does this {nstitution get fram here to there,
from unacceptable default rates and hlgh per loan administrative

costs to louw default rates and costs? Yow long should it take
the tnstituticn te accomplish this? Is AID willing to subsidize
whit will likely be a long term effort? Jhat  are the

developmental alternatives (In the sense of opportunity cost of
capltaly desicad soclo-cconomic abjectives of the host country)
to the estanlishnent, care and  feeding of  quch a craedit
fnatitution?

It {s Instructive to axamine a strategy that an institution
such as the CNCA might follow:

T Accaptance  that auch an offort would ho 3subsidized for a
vary lonqg tima, knouing that adminlatrative costs will never
be as low as thozo af a commurclal hank and that o 10%
gafault rate {3 probably tha hest that can bHe mxpacted,

73

. For A particular areals) (en,q, NOD project area), 1t must
detarmine the potential loan volume, how much Interost will
be aarned  on tho loan uoluymn, ind  what  an acceptable,
Inltial default rate will ba, The long term objuctive for
the creaalt institaytion, while clearly ldentifyling the
subaldy welanment (a,9,, a4 qguarantoe fund to couvsr tha
nossibllity of dufaults and a docreasing part of  loan
administration costa), s to tio able to "liva" off the
interest ganerated, to minimize the dafault rate, and to
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make sound loans. In other words, the CNCA or bank, even
though subsidized, must operate on sound banking principles.

3. The elaments necessary to achieve (2) above would be:

B, in the longer term, reduce the number of loans while,
at the same time, increasae the average size of  loans
made to help reduce per loan administrative costs., To
attain this, lending could only be to cooperatives -
those cooporatives in which knowledge af what credit is
and entalls has been well inculcated, and which have
excellent repayment records.

b. In the selaction of cooperatives to uhich credit would
be offered, the naost important factor is the attitude
of farmors vis-a-vis credit and its attendant

responsibilities, The effectiveness of the credit agent
in motivating the farmer to use credit wisely, in
inculcating an attitude of responsibhility  fer  loan
repayment, as cooparative nember, is also KDy,

Ce. The credit institutlon and the government nust  be
serious about Joan repayment, [f epither institution is
not serlfous, this fact will s00n be aobvlous to farmers,
and they, {n turn will develap the attitude that, 1in
the end, thoey will not have to repay loans anyuay.

d. The CNCA, in collaboration with a productivity project
such as NOD  would be well aduised to start an a pllot
basls, selocting those few cooperatives whish come
closast to meeting the attitudinal and filnancial
prerequisitag stated above,

8, CHCA/NDD  nust  determine  tho  anount  and timing of
resources {(personnicl, nhysical, financial) needed to
administer a pilot program,

f. The need for training, follaw-up and suparvision at tte
cooperntiva  loevel will be paramount in both thn pllot
and future stages of such a nrogram, Fallure to follow-
up on training and  supervision, uwhile cooperative
offlcinls  and oaporating persannel (2en.y  warahouso
clarks, careal bank managers) ara learning and galning
oxparience will 1lkoly raault {n a lapao of  actlvitiasg
(fram record  keenlng  to ensuring  indlvidual  loan
repayments)  and the nossiblility of tha danlse of  the
pnllot affort,

This  strategy of usting cradit ns ono onlaments of 4 progran
to attaln broad devalopnental abjoctlivaa s long tara  and s
certaln to untall a great deal nf affort to arcrive at a4 viablae
cradit  Institutlon, Tha succnss rats for smal) farmar crodlit
programas haas haean axtrenly low., The analysls yhich would no intn
a daclston to procund on a subaldlizod haals (Lemsy what Llikaely
inltlial adminlatrative cost would bae, what {nitial default ratany
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would be, how much loan interest could be charged, and what the
opportunity cost of capital would be) would d2monstrate the
obvious result of not subsidizing the credit program - potential
rapld decapitalization,

D. Conclusiaons and Recanmendations,

The credit area (as well as imput supply) has benefited from
a varlety of actlons taken by the project to correct deficlencles
in financlal managemct and to provide a firm basis for progress,
In brief, the contrlisutions made which have helped to build the
nroject's financlal management capabllity are:

{a) Reconciltiation of the credit  fund account and

reconstruction of loan records. These actlone were

essential for any future work,

(b) Improvements in accounting, hudgeting, reporting and
the potential to do finan:tal analysis,

(¢) As part of the project ranagement information system, a
credit informatlon system  for both the project and
CNCA,

The Credit Inforwation System (C19), 1If used properly, will
offer several important benefitsa, These are general in nature,
but do pertailn to CNCA and aDD:

e Ulll help Imgrove the quality of credit management, and will
gasure nore caonprehensive supervision of employeas,

o Ulll provide nanajenent the means to evalunte chosen causas
of action and to make deslred or nacessary changns, It
allows adaptinn to changing ncomomic clrounatances,

¢ Can provide management with an "»arly warning system”, {.a.,
the means with uhich to fdentify crodit problams haofore thay
actually onccur,

e Uill Imposae the ratlonal snaquancling of credit nctivities and
will allow for thelr tlmely avsluatlon and far course
corractions, LUf necosaary,

e Ia noutral in the sanag that Lt s only a asyatem, which must
ba adapted Lo each Lanlomentation nawd  and  accapted by
manaqemont, rtather than a solutlon -- handed doun bHased on
what works 2langhera,

The CI5, a4 deslgned,  will Increass the amount  and  the
quality  of  timaly {nformation avallanle to DD ang CHCA, The
Infornating ganoratad and analyzed will alsg haln In planning and
fo aradlt polley nmaking, Followlng are the prlnclipal  future
credit o aregram affects of thg CI15,
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® At present, the NDD project and the CNCA can determine what
the status of repayments 1is by cooperative and by
arrondissament, Once the credit {nformation system 1is
operative at CNCA, the CNCA will be aYle to de*ermine the
following information for i{ndividual loans:

(1) the maturity and Lvpe of loan (seasonal, medium-
term; fertilizer, agricultural equlipment, etc.) by loan
contract number,

(11) total wvalue of the loan contract; principal (Pr),
down payment (DP), and Interest calculated of the baslis

(111) annual loan installments: cumulative principal
and Interest repayments,

(Lv) how much due at any glven date,

(v) percentage  of principal that HOD project has put
into loan -~ in cases of co-flnanclng.

(vi) relmbursement rate by loan, by cooperative, by
arrondlissement and for the N0 project,

¢ By October 1, 1989, CHCA should be able to produce the
status of loan repayments for certain of Niamey Department's
six arrondissoments,

e Thae CNCA wlll be able to prepare a "credit fnuentory" of
agricuittural equipment, animal and fertlilizer loans by
cooperatlive, and loan recovery data wlll be abhle to be up-
dated ns loan payments caome In,

¢ Ulth tralning In  the credit {nformation systen  and by
followlng the proposed credit activity procedures/scheduln
outlined in asoctlon IV, A, 1, for one complate annual loan-
repayment cycle, tha CNCA could haue caomplete, contlnuing
control aver {ts loan partfolln asd loan repayment hy May,
1985,

o UWith the gathering and analysls of cradlt data, the  CNCA
will qet an {ncreasingly nlear alcture of cooparative and G
ability to ropay. Though the linesr nrogramming modni of the
Input supply conmvonont of HDD's M15, locattaonal agricultuyral
aracticos  and  aasociated harvest regglts should  start o
bacome avalladble, Credit data coupled wlth future agronomic
Information will allau CNCA £o Jo mara aceurate aoocatinng!
planaling, to make bottor Hank roesogren alloeation drslstons,
and wlll helny CHEA Un Lty credlt noliey formulatinn,

Finally, with snvaral yaars' axperience and refineagnt  of

the cradit Informatlnn asystem, the CNCA should be abla to dotaect
loan prohlamas  at  the cooparative laval before they baecoms
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serious, and be able to institute workout procedures shorkly
after the problem identification.

Given, on one bhand, the potential for better financial
management, and, on the other hand, the demise of UNCC coupled
wuith the inadeguats  amount of {nstitutinnal sunport  (the MRD
agricultural services, UNCC) availadble, the success of the
credit component will duepend on what strateqgy the NDD project and
CNCA adopt. The limited resources of NOD, its experlence to date,
and  the proposed credlit strategy of the Agricultural Production
Support Project arque for the following:

(1) a credit conponent oxtonded fnitially to a small number
of receptive, potentially viaole cooperatives.

(2) an ongoing tralning and follow-up program almed at
these selected cooperatives to ensure success,

(3) along with efforts to bring farmers into the money
ecomomy, explaoration of thae nossibilities for barter
as an intermediate step - c.q., millet for fertilizer,

(4) stress on the responsibility that coaprrativa
membershiy entalls, {ncluding strong emphasis on loan
repaynent,

(5) an understanding on the part of MDD and CNCA that the
principal huslness of CNECA 15 that of expanding the
credit system, and of making sound loans, Repossession
of goaods and other ztrong measures to obtaln loan
repayment are last resarts,

(6) constdur pstablisting  an Incentive system  for  CNCA
agents and the Chef d'Agence whlch will {tmprove  thelr
fiald performanca.  Such a systen should revard good
performance anmply enaunh tn make 1t work, and shculd hae
capable of bHaing altered o« he credit situatieon
alters, For aexample, assumlng  the  loan  repayment
problem s largaly solved, the CHCA wnuld shift  the
financial nphasisa  of the {ncentive syston awny  fron
raducing defaylts touard the nramatlon and sxnanslan of
sound cradlt,

(7) consider settlng the requiransnt for 4 substantial down
paymant by the bDorrownr, say ono=third of tho principal
amount., In =0 dolng, the borrower would have a astake in
his lnuagtoent and ha also would have something to lose
should bo He default, Moreover, {nAstallmants would ba
less, anaving loan ropayment sasler, and the total
amount o nprafect cradit avallable coul? bhe  oxtandad
furthur,

(8) In the ptlot stagn of cradit axtanglan, lialt cradlit to

thosa ftemnn uhlch are clearly profitanle for the farmer
Lemey carts, fortillzear, fOnca the cradlt companent at
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the cooperative level is on firm footing thought can bo
glven to other 1income-generating activitics, 2el)ey
vegetable gardening, cross breeding (and fattening) of
desert race sheep (e.q., Bali-Bali*) with 1lncal
sheep,and grinding millg¥x),

In connection with and prior to Phase III activities, the
NDD credit specialist, using the CIS installed at CNCA/Niamay,
should help devise a planning and control system which will
facllitate the management of the entire loan process for the
Niamey agency (and eventually faor all of CNCA as well). He should
suggest methods of collecting and analyzing the information
needad to make sound decislons, as  well as methods of
communicating the decisions and results aobtatned to top
managemert. He can suggest toe <ind of data for CNCA to usa Ln
deciding on loan paolicy, but he can naot determine the policy
itself, nor should he, It is the well-designed system and {ts
informational components rather than advice on policy that will
help CNCA management make the right decisions.

lod The Sequenaga Integrated Rural Develoapment Project
(Burkina-Faso) located on the Mossi Plateau had good success
with this compaonent of its project, It was an example of
2+2a5, The offspring of the cross betueen the Bali-Bali
shaep and  smailer local sheap had a carcass welght
approximately 259% qreater the than laral sheen, Mossi
farmers wore experienced in small rumbnant husbandry., Thera
were no problems of adaptatlion by the Bali-Ball sheep ta the
more southerly Jacation, . thus this activity (which
Includad a revolvlng credit fuid) proved to be a success.

**  Another Sequeneaa IR0 acltivity that met ylth suczess was
the installaticn of grinding millas. Village selnctlon was
carefully done a4 to sfie of village and avoldance of
"market saturation". lyrically, womens' qroups purchased the
mills on cradit, and hired a man to operate the mill  and
perform bhaslc malntenance (he received a snall  fractlon
(1/6=1/7) of the price %o mill any gluen quantlty aof qratn,
plus splllage from the milling operation), The head of  the
womans' qgraup  was  trutned 4o basls  record kanplng  and
project parsonnal follound-up frequontly. The women of  one
village, Kandn Toangayn, were succeantyl anough that after
two months of oparation, oot anly were they ropayzing  tho
loan, but also with the profit thay had marned, they set up
(on thelr oawn) an wmargency laoan fund from  which ngmbers
only could borrow - with an Lnterest rate of 34¢/month,
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Tralning of UNCC agents was carcvied out in Niamey for a
period of four days in June 1983. At the beglnning of this
sesslon, nreliminary training of UNCC arrondissement levsl agents
was cdone. The SRFMP  Financial Management Team assisted  the
training, which entalled instruction In gathering inventory and
sales informatlon and in making out the appropriate reports for
NDD to be able to assess demand.

As a pllat oparatinon, the trained agents were to have kept
track of sales and jnventorics only In the villages in which they
were stationed during July - October 19383, a time which
colncided closely enough with the June-Sentember period of  high
sales, The agents were to have reported salzs to HDD every  tuwo
weeks during this time, which wauld have jiven NDD an estimate,
aloelit from only a sample aof villages, of demand. The termination
of employment of one-third of the UNCC agents at the end of  June
1383, and the attendant demoralisation of the agent staff
effectively stopped this nilot oporation,

The reporting problem is compound. Cooperative inventory
records tend only to be kent in thase villages where there is a
resident JHUCC anent., Yeekly consolidation reports were too
lengthy for cooperative officials to complete, and have been
temporarily suspended until the necessary skills are acquired by
cooperatives,. Manthly stock reports have started to be sent in,
spaoradically over the past four wmonths, and these only by the
more consclentious UNCC agents. Delivery (of inputs) recelpts
flow regularly back to NODD,

The principal affort being made with respect to record
keeping Is5 to Instruct cooperative level personnel in all aspects
of inventory management requlired in thelr work. As part of this
training, cooperatives will uork with farms, simpiifled in design
and wrltten In Hausa and Djecna. A perpetual Llnventory system for
stocks physically held at NRD headquarters i3 In place, however
the rocords ar: not lant 4 to date nor In some ncases, correctly.
In the onlalon of the credit/input speclalist, the {o]p)
headquarters warehouse clark could benefit from three-four days
of Intensive on2-on-ane training In the fllling out and
malntainenance of {nventory records.

B. Tralnlng of Conperative Parcsonnel

S —  ——

Tralnling for  czooperative  level parsonnal In  inventory
managnnent  started  in Novomhor 1983 with the tralning of the
tralnars (UNCEC agents  and  llteracy aervice tralnees from
arrondlissanant, and dopartment  levels of  the Ministry of
Education). The  wacond step was v three stage tralalng  package
whizh was gluen botusen January and March, 1384, The tralnlng was
almed At uarehouse sierkyg,  coreal hank aanageca and cooperatlve
ators managerg, Raportedly, thaure  was no time  to traln
coaparative offlclals (praaldenty, gucratarlng, troasureca). Tho
tralning packago was camposad of the folloulng:
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1. Four days of exposure to the requlirements of thelr Jjobs

2, Six weeks intensive literacy training (reading, writing
and arithmetic) necessary to get the personnel
qualified enough to be able to carry out thelr jobs,
and fill out and maintain the necessary forms/records.

3. Seven to ten days of follow-up In uwhich working
examples of the forms were used to train personnel in
the actual functions of inventory management.

There was no UNCC follow-up to the cooneratives themselves
and very little reporting “o NDD headquarters, because of a lack
of coordination between arrondissements and WDD project
managenant  as to the furnishing of necessary vehicles and other
logistics needs,

In Decenber 1984, a second training progqram, similarly
structured, was started, It is planned to run through February
1385, Its audiences differ Ffrom the Ffirst nrogram In that
conoperative officers will instructed, but cooperative store
managers  will not be at this time. Trailnlng for cooperative
officers 1is scheduled to take place at four central locations,
and will deal with their particular Ffunctions, the Job and
reporting/record keeping requirements, and what other cooperative
personnael do.

For the warehouse clerks and cereal bank managers, the
objective 13 to give these audiences exposure to and training in
all aspects of stock manaqgement which will permit them to carry
out their respectlve duties, 7To achiecve this objective, the

credit/input speclalist prepared  a  tralmner's manual with
accompanying forms concerning the varlous activitios of inventory
manaqgemant, and control, ranqging from ordering stock to

naintalning a perpatual inventory with month end reports. Sales
and  cash recelpts are  alsa  covernd.  The forms/repocts  are
prosented  In simplified  format and  language.  Thoy will be
avillable to the cooperative in Hausa and Djerma according to the
language  spoken  of the area In whlch the coopecative and  ita
menber  GMs are lacated,  Trailning will he glven i{n two locations
for the warehouse clerks and in two ather locatlons for  the
cereal bank mainagers respectively,

This tralning and accanmpanying manual/foras will provide the
baslc inventory, <alns and recalnts {nformatlon neceasasary for HNDD
headquarters to axerclse control aver fleld fnuentaries, and with
tho data In the Uinoar programming model (seo sectlon C), wlll be
ablae to move stocks, {f necassary, hboturen  cnoparatives and
baetwaen arrondligsemants,

The boglnning of  the next complete  tralning cycla  ia
tentatlvely scheduled for March or April 1985 at uhlch tinme foure
day sasalons are planned for now graups of cncnaratlve officers
to glvn them axposure to the raquliramenta of thalr poattions and
to prapars them for the noxt two parta of thelr tralning., The six
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week and 7-10 day sesslons are planned for after the 1385
harvest,

At this point in time, the NDD credit/input speclalist 1is
uncertaln as to who will be responsible for follow-up activities
in the cooperatives themselves, He is walting to determine what
support and resources CLUSA (as part of the APS project) may
bring in this reqgard.

In summary, the training proqgram for cooperative personel 1is
well designed and is being well implemented. As in the case of
tralning in credit management, the {mpact of this training on
Imput distribution will denend on follaow-un. Even 1€ the tralnees
return to their villages able to fill aut the necessary forms, it
fs unlikely that they will do so unless there is  contintous
prompting by cooperative offlcials and/or NDD staff, In the lang
run, Improved supply management by cooperatives can occur unly
Insofar a5 wvillages understand the value of coopera‘’ive
undertakinns and commit themselves to using this approach for
village-level developennt activities,

L. Inventory Management System

With respect to 1inventcry management and contrzel, the
project expects to have a conputerized 1lnventory management
system froam the project headquarters level to the cooperatlve
level oprrative by June 1, 1985, From the hecadquarters level, the
systenm will cover all activities in which there are stocks and
flows of physlical items (e.q., agricultural inputs, automotive
spare parts). From the cooperatlive lovel, porpetunl lnventory and
distribution records, (simplifind, in  Hausa  and NDjerma),
supported by bil-annual physlcal Lnventaries, will be the field
level's part of the ifnventory managenment  aystem,  Thtls system
should help project management determine 1pproprlate  levoels of
buffer stoc<s noeded tn offsst thr lack of  accurate  demand
estimateg,

An additional facel of the {nventory management systenm will
be tha capabllity to move agricultural inpots, egneclally
fertilizor, to warehouse lacatianag  and  betuwoon PELEN TR
accarding to changling luvels of damand, Ja4e0d on the avallability
of some historlcal domand daty couplod slth agronomlc data  far
various locations (a,q., knoun nffectivenoegs of forti{lizor) and
transportationg  casts, the project will use a clazstcal  llnear
programming nmodel to maouve stocks swo that fortillizer {4 avallable
on a timely basls where {6 will achlave the best results at  the
lowast tranaportation and handling costs,

Do Links witn ADT Profnet

Betwsan thoe projects, the 1inkages (both axplicit and
implicit) ate  principally {n the areas of Llnput supply,
devalopmant of cooparative managament skills and responalnility,
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departmental and cooperative level training and management
information systems,

1. Input Supply

With the overhaul of the management of natlional agricultural
foput  supply proposed in the Implementation Plan for the
Agricultural Input Supply Component of the APS project (I,
Pattinson), APS would gradually assume lnput supply
responsibility  for a growlng number of viable cooperatives,
including those of the NDD project. During the start-up phase of
APS, NED  estimates of cooperatives' demand for agricultural
inputs would be furnished ta the CA,

2. Cooperative Tralning

The Implementation Plan calls for training of cooperatives
across a spectrum of management areas, part of which will be new
to cooperative officers, part of whlch 1s currently being
underteken by the NDD project for certain of 1its cooperatives.
During “he start-up phase of APS, a potenttal linkage 135 that NDD
might 'e a "service arm" to APS for tralning of the NDD
cnnperatives, which will becone part of the revanped agricultural
fnout  capply system.  The tralninqg of offlcers and personnel of
certain NDD cooperatives which 19 curcently being done and which
fits  the  roaquivements  of the APS project as  outlined in 1,
Pattinson's "Implameatation Plan” Ls:

o Cooprratives' wunderstanding that they will be increasingly
respoensible  for their ouwn affalrs. For axample, the
Implementation Plan (n. 15) calls for coopseratives to bae
respoasivle for debt recovary from member GMs and for
payneat of same to the bank,

o Cooperative officers' full understanding of thelir individual
roles and rosponaiblilitics withln the cooperative, and vis-
a-vis the arrondissaemont and department levels (including
NDD hanadnuartera),

Managenant of agrlcultural inputs {nvantoriag and
distribution (salos, both cash and credit), using atmplifled
dacumants {n  Hauna and Djerma. Thase activitina wlll ba
based on Intuensive llteracy tratning fallowed By bands-on
work with documentation,

(o]

Tho tralning undsrtakan by 400 should satve a a basa for the
additional flnancial manaqgeannt 4klll requiraments of cooparative
laadurahin called fac by the Iaplanmantatinn Plan y vizs

"Brior to AID/Y approval of thae quarantee fund a1 A
particular cooparative, tho cooperative laan advlsor and
countaerpart will submit to AID/HNiger a4 projected  and
provialonal tualve month aparational atatanent areparad
with tha cooperativae's managamant on  thao uancf%atea
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cash flous for the period, fncluding withdrawals,
reimbursements and provision for interest,,." (n., 13),

"..sthe cooperative loan advisor and rcounterpart will
conduct saessions wlth cooperatlve members in order to
familiacrize them with the zoncept and responsibilities
of operating a bank account"., (n. 12).

The institutioral implementation schedula (A) calls for 50%
cooperative nembaer  representatlion by December 1986 un  tha
Management Cammittee of the "Socletn Mixte," CA/CCIA, interim
successor to the CA, Representation assumes certain management
skills, the basis of which NDD i3 already starting to provide {n
fts pllot training effort,

3. Pilot Areas

The Implementation Plan calls for pllot areas to be selected
for an initial testing and monitoring phasa. Annex 2 calls for
cooperative salaction "..,., based on the highest probability of
success, This could, for example, exclude arcas or Departments
where managenant  infrastructure or potentlial {s consldered
fnadequate or favorise areas uwhere it s nore advanced,"

That certain NDD conperatives will have aore  advanced
managemant  Infrastructures, by wvirtue of past  and current
training, {9 another potential link between NDD and APS, Obvlious
pllot areas should include NDD cooperatives which will thave
acqulred some  management  sikills by the time the training
canmponen! of AR5 comas an stream.

4, Fiﬁ“ﬁCilL ﬁunauumqgﬁ

Uith respect ta the CA, the Implamentation Plan calls for
"ooo  Inprovesments to the vanaganent systam in the arsas of Lnput
distriobutinn, Inventory control, transport planning and tha
introduction of financlal management proceduras to improve =ash
flow and tighten contreol avar funds."

The Management Information System currontly balng Installed
in the NDOD  project, with {ts financial managamant and
logistics/tnput sunply managemant capacltlios would appesr %c be a
loglcal rmsource to ba drawn upon to improve similar aceas i{n the
CA,

€. Conclualons and Racomaendatiaons

Tho onrlnctipal conclusions which can be drawun ars that the
physlcal {nput  glstributlion system 13 adequate to tha task of
supplylng Inputs on a timaly Yasis, and that the nroject nhas
adopted 4 correct approach on the tralning of coopurativa layel
personnel In {nvantary management and control, The wnaknass {na
the distributlion aystem {3 that Lt han not run  3msotnaly bazause
{t doa3s not racelve Jdonand satimates from cooparatives on a2
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timely baslis, and it is subject to recelve last minutas
notification of additional lnput requirements during the early
part of the growing sosason,

o The project, through its training effort, and the CNCA
agents who will be soliciting cooperatives' loan needs for
the season, must stress the neod for early recelpt of
accurate demand estlimates for $nputs (both for credit and
for cash)., This 1Is key to the samooth working aof the
distribution system,

0 As irdicated {n the recommendations for the project credit
component, fallou~-up on training and supervision at the
cooperative luvel are key to the succass of the current and
future tralning efforts, Foar tralslng, follou-un and
supervision puarposes, 0D should conslder hirlng the “hest
(reportediy there are four falrly well-qualified agents) of
the recantly unemployed UNCET agents,

With regurd to the Agricultural Productlian Support Project,
one concigdes  that the YCD project would becoane the tralning,
monitoring, and sviluation support arm to AR5 fron the
coeperatlye  iavel to the farmer, The CA, follaoued hy the CCIA
nropused In o the APS Taplenentation Plan, would undertake tha
physleal  wupsly  of  agrlcultural {nputs to flpancially viable
conprratives,

o Various NDD cooperatives will have had some  tralning in
credlt and agricultural {nput managumant by the time that
the APS pllot aoffort Legina, Theae NDD cooperatives should
be considered candidates for inzlusfon In the APS nroject.,

o The Y00 MIS, with {ty laglsticae and tnput supply managemoant

capeclty, ahould bo considered a potentially useful tool for
the CA and {ts succeasor organlzation,

sn
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officers from about one-fifth of the project zone cooperatlues
have been or are raceliving training. These tralning programs,
like hosa during 19483, were preceded by spicial
training/upgrading proqgrams for the tralners themselues.

The training of cooperative officers 15 well und2rway, but
the task of preparation {5 large. Withouot counting the managers
of cooperative graln banks, stores, and warehouses, cooporative
of ficers number 350, while GM officers total more than 2,000, The
tralnlng approasch being used by the National Litnracy servica and
the UNCC in conjunction with NDD personnel is sound, active, and
grounded In anpllcation, It includes collective loarning of  the
roles that go with cooperative positions, and the developmant of
the tools required to carry out the tasks, The training of all
cooperative officurs will take several years to complete.,  In the
meantimea, support  and  follow-upg will be necessary for  the
individuals as  they work within the cooperatives and  gradually
assume  greater ruesnonsihlility for the management of  local-level
develapment activitiag,

Concerning the current situatlen of credit management ulithin
the project zone, it {3 not2uorthy that by the force of
circumstances, some responsiblility has already beon shifted  to
the cooperativea., This was caused by a larqge reduction  of  UNCC
fleld agents beglnning In 1383, Thus numerous cooperatives
already find thenselues  faced with  accaounting  operations  to
complete, but  feu among  them  are  prepared--tochnically  or
psychalongically--for the transltlon to self-managment. In these
clrcumstances, Lt Is too early to Judge the effectlvenass of thls
transfer of functions, In addition, vislts to apvaral
cooperativas In the nrojuct rone ravoaled a hesltancy on the part
of cooperative mimbers  to take over operatlocas that  had  boen
carried nut by UNCC agents for many yearg. [n the cooporatives
visitea, the wae of  all accounting materlals  axcept a  foeu

delivery wvouchors ss20mse to hava stoppad with the denarturas  of
UNCC flald agents,

In all cases, the coaporative offlcars soanod to bo waltling
for advice {f not orders from abouvn, An Lnat.ace of non-
raimbursenent of 3 loan diacussed {n one cocnnrative provides  an
instance of 4 sltuatlon that 14 provably wildeapresd  {n the
Aroject zone, The aroblam faced by wany coaparatliees la how  the
coopurative a4 a anclal body can {nduce membars uha are henlnd in
loan ralmbursanmuents L9 rapay thelr loans without roegorting  to
higher lavaels  of agtharity, Tt nusat  ba addod  that  whan
cooperative nonerelaburtaasnt sxcands a4 cartaln  taraashold,  tha
whola cooprrativa L5 cut of f from furthar loans, itow, practically
speaking, nan the cooperativy oeorelase wthooloy 11JLJ¥EUHZ£1EL&E
DVar uncaaparatiyn Menbars?

A Lale ¢ the Yarimadey cooparative coavinced us Laat  Lho
answer 1s far fron alear. Thare, o villager (uhu  was prosent
during our vislt) who L% the fathaer of a CAT graduats (absant 3t
the time) who 13 haenled {n nis loan  paymants, wis  unatile  to
axarelsg any iafluyance over Nhis son Lo ralmbarse Hia lean, In the



meantime, the cooperative has lost access to credit. In this
situation, the coopsrative seemed to have cven less power over
its member than did the father over his son, This casn also
illustrates the weakness of the "social quarantee" (cnugiog_
sociale;  see balow) that has been used for more than a decade as
a means of Insurlng loan reimbursement In rural areas of Niqger.

While local cooperatives struggle to arrlve at an effective
answer to the guestion, the NDO and CNCA have bequn to collect on
outstanding debts  instead of waiting for the debtors to arrciva
uith thelr payments in hand. In some cases, wheels have been
cemoved from debtor's ox-carts and impoundzd until payments are
forthcoming., According to HDD nersannel, this strategy of pursult
and  selzure {5 quite effectivas horetofore poor payers  have
relmbursed thelr loans,

There can be little doubt that the impact of this strategy
can be significant if the measurwes are  intented primarily to
teachk a lesson to project zone populations. (The strateny proved
necessary due to the results of an ineffective follou-up policy
by UNCC and CNCA in the past.) If, by contreost, this approach
deomes  even  an Infarmal policy of last raesort, we can  ask
aurselves  Lf it reprasents a step forward toward peasant  solf-
managemnent, or a move backward toward an {nage of an inprovident
neasantry.,

The hesltancy mentloned above also expresses {tself in the
fornulatfon of local-level deuvnlopment projects which will  be
discussed shortly, The perspective among cooperative membars
cancernlng the poussinilities for effective actions they can  takao
seuns ta bhe very limited,

In sunmmary, the transfer to local lavels of raspanalinility
Tor  nanagenent of credit and Input management  tasks, currently
belng  supported by a variaty of 40D tralnlng programs, must  bhe
fallount-up very carefully Ly the project and participating
tuchoical sorvices, As we have argued In the soction or extanalan
Lnothe 400 (soa section I1), "follou-up" Y49 not tha s3me a9 dobht
2t data collaction, Tt mudt be much mare supportive, and capable
ot activaly helolng cooparative officials to doal with the tasks
thaey o oare balng  tralned for and a9 wvarlaty of wunanticipatad
sroblons they are likely to ancountar, Yithout thils aupport, an
rf Centlve transfar of rasnonsibility will be comproataed,

i

Heo e Gosial Guaraoton

Tho axporionca to date in Nigar with the sacial guarantas as
A myans of {aauring ralnbursenent of farm cradlt undar conditions
Whars  thora s often agthing alse to offar 43 a form of
collateraly,  has baen =fixed  and  the ragults  ara lass than
conclaslvee.  In splte of this, raceat actlons of 00 and  CNCA
attar o aorigurnuy gaamination of praject financas and aceounting
by AL audltors have ahoun Lhat credit raciplants {n the project
cone are willing to repay, [If the ralabyriement rates for  farm



implement loans remalned so low before the audlitors arrived, this
was In large part becauss the debtors poorly wunderstood the
system of which they had become a part. Explanations of
credit/reimbursement requirements ware often not given, and there
was 4 lack of routine efforts on the part of government aqents to
collect the loan paynents,  Peasant producers In the project zone
are adults and behave as such, but often find themsalves involved
in development actions which remain, at the local level at least,
vague and poorly followed un,

As  for the future effectivencss of the sactal quarantea,
there is little ground for optimism, but tuo hypotheses can be
advanced, If an intervention that provides material assistance an
credit s judged by peasant  producers to he sufficiently
valuable, the soclal  quarantee may nlay an etfective role in
inducing cther cooperative mambers to nay on tiue, If, on the
other hand, the consensus among members concernlng the percelved
utility of the credit package 1s not well-developed, the Lmapact
of the soclal guarantee on poor payers will remaln neglistols, In
other wuwords, without some fore of M"soolal  Invest .ent™ by
cooperative meabers  as 3 collectivity in the cradit progran  on
the DLasls of its percelved utiltty, the social  guarantee  will
nave  little effact, To a great extent, the nrosence  of  this
social investment will depuend, first, on the percelved potential
of the credlt benefits to Insure the material continuity of
domastlc production-consanption units (pegey  househalds)y  and
second, on its percelved potential to promate the well-baeing of
the community,

To «clouse this discussion, 1t is necedsary to add that the
model of soclal controel unich {s the basls of the soclal
quaranteo ls one of an undifferentiated, highly {nteqrated
cammunity, Thls model s poorly adapted to tha socio-cconomic
structures n %he project zoae, whieh., no matter hou oftan tihaey
are  arrznaeously referred to as "traditional”, are changlng  In
many reiupects--and often at the oxpense of soclal solldarity, The
study of local organlzations {n the project zonn  schaduled  to
begln In Docenber 1984 should provide valuable datails on theso
{asues,

THE ROLE OF VILLAGE ORGANIZATIONS IN THE
ESTABLISHMENT OF A DEVELOPMENT PROCESS

We have 3san  that consliderable offort {s golng into the
praparation and tralnlno of cooparative mambers to carry out
local-1avel managanmant tasts In projfect zong coopoaratives,

In aodition  to tralalng sragrams for of Floers, upgrading
programs have Laen arganired far Slackaniths {n thae znae, The alm
of the progran s to trals lacal smiths o rmethods  that  will
gnahla  thon to repalr and manuyfacturs roplacaenent narts for  She
kinds of farm lmplesents YHalog nromotad by the OO, Thig will
eahance  thelr  ecapacity, and  will maks {1t posstyle  for  NOD
tralneas to 4acure neaded rapalrs and replacement parts  «ithout
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traveling to Niamay, The wviability of this activity will
ultimately depend on local demand for these improved services,
and  so far demand has baen very weak; needed repairs have been
few, In an effort to publiclze the skills of these NDD- tralned
smiths, the project began a program of demonstrations at the CPTs
in 19384,

Beyond these training programs, the project has engaged in a
variety of other activiti:s dasigned to support local
organizations, These are described below.,

A, Village-leval ODavzlopment Activlitie:

During 193873, NDD began efforts in the Kolla and Ouallam
arrondlssanents  to promote village-layael development activities
fn the forim o7 small-scale dry-season gardens. Evaluations of the
fFirst offorts {n three villages revealed that in two casns, the

villagers did not understand how to carry on with the activities,
and that in a third, the villagers never clearly expressed thelr
aeeds degsplite a manifest enthusiasm,  Similar efforts were hegun
{n o the Filingue arcrandlssonent,  hut Jid not progress bayond the
inftlal stage of fdentifying village sites for the programs, The
sltuation  of thess village-level prograns see2mns to haue changad
Little sineco,

The third quarter 1384 report for the local argantzatlaon
sunport  unit  does not wmention these carlier efforts, bt it
appears that  arrondlssement=lovel personnel have continued to
ldentify candldaste wvillages for activitios that remaln to be
speciting,

Also durlng 1983, and within the contoxt of HOD suppnrt for
dry=-aeas0n qgurdening, consultants  from  CEPAZE  (the Centre
d'fchange et e Pramotion des Artlaans des  Zones  a Cquliper)
visited the oprojfect one and dlscussed the possaintlities for
local-level activitles In villages 1n  the Say  and Ouallam
arrondlssements, At the tlne, the villages contacted Indicated a
nesd for wells and fencing. CEPAZE alan began a atudy of an  ox-
driven water-1ifting ayaten for garden {rrigatlon, and 1% was to
b tedted durlng 1384, These afforta contlnue, hut Lhe rasclts
renafn to bHe anon,

a, Ohﬂnruntlons on the Paossiallitles far the Tranafor
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Cooprratives  and 613 {n the profect zonw arae rot yot ready
Lo accept rasponsinlillty for davalopmant activities, Uhila {t s
tlsly Lo ganurallrze from Lhy small nualyer 5f raplidly wffacted
Flaold wisitae dguring the sualuatlon, we feal that brlaf  comaants
are I erdar,  This La becauss of the oresant, push Yo transfaer
devrlapaent rasponsintlities to raral papulatiaons, 1o part  the
eeealtooaf the 1982 Jindar confarance on rural  develanmant, byt
110 becausy of  curcant disastlsfactlon  with  large rural
drunlepmant arojocts Lo Higer,
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The evaluation team visited three ceaperatives--Boula, Kont
Bari, and Yerimadey. All ware recommended by NDD paersonnel
becausa they wera functioning satisfactorily, or because members
ware falt to have a good understanding of cuoperative principles,
Qur wvisits confirmed that reinbhursements woere satisfactory 1In

soma and that knowledge o cooperative orinciplas was
satisfactory in others, Once  we atteampted Lo move from
generalities to gpeclfic situstions requiring couperative

mreccions, howuovor, the nembers saeamad to be an uncertaln qground,
Jeveral cexanples nust suffice as support for this admittedly
qualitative Lnpression, In an effort to cvokxe differoent noints of
view, ona of the team menbers oroposed a different system of loan
reimbursement  to  the persons w2 conticted., Thnis entallad  the
possibility of reilnbursing Innut loans in <ind (millet) after the
harvest rather than in cash a5 s now the practice. He asked then
to consider one  additionil possinility: stoccing  of the
relmbursements  Ln kind until the next  caltivation  scasan,  The
cooperative could then choose to sell [t wlth a slight martup to
members in order to covoer costs, or sell {1t at local marxkevs in
ordar to maxlmize the profit margin for the cooperative, The ldea
behind the suggestion uas staply to explore the possintlitieg for
easler  loan relmbursceaents, and for providing the cooperative
with a proflit, to be us:d as declded by  the cooperative,  Thae
idea, while sinple, was a3 papuliar one, and very often scemad to
be a real discovery for  those who partlclipated  in tha
dlscussions. Tt seems that the [dua had noever beoa proposed,

R sncond situastlon also Lllustrates the problom, In each
village we vislted, cuooperative members remarcnd that they wanted
8 well {n order to do dry-s2ason gardening.  In o040 cases  thoy
vaguaely lnew  that  the next stepn In securing the well  uas  the
preparation of a dossler, hut they wore not  suyre  whers  tho
dossiar ashould Le sent, !n addition, *the reoqanlatton aof  land
tonurae lssuns connected wlith the chales af lacatinan for tha  geld
did not seem 1lable to laocal leusl solutions, The yillagurs
lookad to higher lavels of authority %o deal witn the {asusgeens,
1t should bHe noted, has bHoen the case far A yary lang tine,

Yithout sxaggerating, theans casns {1lustrats two  abstaclos
that =musat evantually he oavercoma {f cooparatives and 1oc¢al
ponpulations  arm  ta  taka ouer (a9 opposad  to baing  as3igned)
lozal-lavel dunuvolapment Inttiatives, Filrat, the undarsatanding of
Inatrumental  {nformatlion by conporative aeabary appears Lo Do
vary low, They do not have a elaar notion of hou Lo mova from the
analysis  of o srablem Lo saprassad naoods on the basls  of  the
analysl=s, to actlon to  deal ylth the protilem,  Anart  frem
rapitition af e lleloarned  lagasons A0y 1iving hatter
coonaratively, thoelr Gfaap of  conparative action EGLILE
suparficial,  Tocandly, our Interyisus auggest that the frassunth
for provlam analysls aaang conparativye Aembars 's miteyg, Thers
{3 4 wlder rangs of ontlans thoy have not conaldared, Oa a
reflactive nots, 1t {35 alao poaalinle that these optiona have Boan
considarnd, bLut that the structural constralats hava a4 bu?t
pracludad thosa now baling Judjad as ovarl, limitad!






the technical services to work closely with representatives fram
selected ccoperatives, and to slaborate feasible devalopment
projects on the basis eof wvillage visits, data analysis,
discussion, etc. Two aspects of thls most interesting approach to
training for development merit brief commenc: the teaching
method, and the participation of the government unrkers for whom
the program was desiqgned.

* Teaching method This 1s a commendable approach to
tralning: {t provides a direct assaciation between the
usual (and often predominant) 1in-class aspects of

training, and concrete appllcation of principles
learned.

* Part clpation of rural developnent personne! It is
uirfortunate that a larqge number of the rural

develapment warkers In the project zone did not Henefit
from this tralnlng program. Ninety-two percent of the
departnent-loeyel technical  service renresentatives
fnvited to the seainar did not attend; half of  the
arrondlssenent-levil  service  agents  uere  absent; a
third of the CPT directors, and a quarter of  NDD
headquarters staff also missed the program.,

No doubt Lhere wor: good reasons for thelr absence, hut this
is a lamentable showlng, for these are the Indlvldoals who are
expected to wark with and deliver useful a2dvice to pepulations In
the project zone as cantracted technlcal advisers as tha transfer
of developnunt  responsinllity to local leveis contliues, The
implications of theuse attendance patterns for ongolng support of
local nrganizations are  not pronisling, and considerable
imorovement will be requlred,

0. Conenrnling the "lnatitutionallzation of a
Qavaloomant Process In the Niamey Dopartmaent

Durlirg the third quarter of 1384, M, Ph, BSoyla prapared
sgvearal varking documents for HNDD, anong which was an outline for
tha oestabllishmant of a «alf-sustalnling rurnl davelopmant procoas
in tha projact zone, The papar summarizsss projrass to date during
the flrat phase of praparatlions, and sugqgustae orlantations for
tha sacond phasa, Yithout yolng Into detall on thi4 usaful thinke
placa, saurral ohservations ara posasinle,

Concarnling tha flrest nhase of thae gatting up, we can only
glve ronmated eaphaals to the sead to procead thraugh all of  the
3Lagas descrliund In Doyle's documant, [f the pace {4 spoedad up
to any dagrea, and nocassary prapgarations are omitted {n arder to
hasten the transfar  of  dovelopmant  rasponalibillisy to  local
populations, the succass of the avcond phass may hae conpromised,
Oy way of reminger, thaen, the flrst phase Includas thy follouwing
stages!
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a) Pilot projects;

b) Training for advisers and officers of cooperatives and
GMss

c) Training of tralners who will be able to intervene
effectively at all 1levels of adminlstrative and
financial orqanization within the reglon's cooperative
structures;

d) Establishment of a system for the coordination of
support activities from rural development and technical
services at the arrondissement level for local
organizations.

To these stages must be added (as we have already insisted)
the need to effect some changes in the approaches to rural
development problems taken by cooperative members and rural
development WNTKETLS, and to support thelir efforts to
reconceptuallize problems and solutions.

Ouring the saecond phase of the setting-up process, the
presence of multinle and overlapping structures in the project
zone seems particularly walghty: CVO/GM; _ /Cooperative; CLD/ULCS
Sous-Préfet/CSAD/COTEAR;  Line Ministriess Technical services. It
will be necessary to fasure that this proliferatlon of levzls and
structurnes helps rather  than hinders local develaonnent
inftiatives, At s«several levels there Is  considerable overlap
among  functions (e.q., CV0/GM/traditional authority), and this
may result dn confusion and inactivity, :

A last ohservation concerns the idea of setting up "small
fncome generating enterprises" with externally-provided ssed
capltal, and the goal of preserving the capltal {n the form of a
revolvling develonment fund,

The threat of a gradual decaplitalization of the fund wlll
remaln untll o process of accunulation {3 40t into mottion by
these  wvillage developmont afforts, It must be recognized  that
desplte the  enthuslasm shoun for these actlivitlos across  the
Developmont  Sociaty structuraes, the posslbilities for capltal
accunulation  ulthln  rural areas are  uery  limited, If the
necassary  accunulatinn process  dows not  sccur, the hope of
hegloning,  atlll  lass sustalning, a Javalopmant process will
remaln a hoped soaethiong deslirable but unfaasinle,

In ordar for these dev2lopment efforts to be  wall-grounded
and  reallstle, villagers and rural dovelaopment parsonnael  (with
the halp  0f an outalde axpart {(F tals (4 conslderaed nwcasaary)
anould carafully exanloe thn possihilitie=s for reallzing a return
an thelr  activitioa, Thls  yould alloy  the  saad  capltal to
bacrrase,  might load to a =ltuation where rlaks are reduced, and
wuald pronota a hegalthy divyr=<iflicatlion of thas subalatance base
which ls now  heavlly depandant on ralinfay agricultural
production,
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E. Concerning the Study of Local Organizatlions

—

Planned for the Project Zone

The plan to study soclal structures in the project zone s
very worthuhile, The raosults of the filrst bociologlcal study
done in raglon, durilng 1378 were not very useful for the project
because of an unresponsiveness of the research questions to
project needs (which were rather vague at the time). Finally, we
will have an opportunity to secure elements of "baseline data"
concerning the area in which the NOD has operated for years,

Generally speaking, the {ssues  selected for  study are
reasanable and timely, and they reflect, nerhaps too much, the
otvious need of NDD to make local arganizations work as  qulckly
possible, Fortunately the individual who will do the study In
collaboration with IRSH, UNCC, and the project's Monitoring and
Evaluation wunit, has cansiderable experlience with research  on
cooperative structures. The work plan proposed by USAID should
remaln  Indicative 1n order to allow him maximon flexibility In
developing a perspective and methodology for the study. These
Lssues should he carafully discussed with the N0D director, with
persannel from all HNDD components, and with technical services
concerned hy the isusves helng studied,

At  the moment, the only suggestions that can be  made
concerning the prouposed study are the fallowlngs

a) Projnct support for the study shruld be concrete (e.q.,
praovision of a vehlicle), because {t addresses important
fs3ues that have breen neqlected far too lang,

b) Rather than glue ton murch emphasia to the potential of
"traoditlonal™ cooperative structures as foundations for
development structures, {t  1s rocommended  that  tho
study also exanine the poussihilities for beglnning a
developnment process In the project zann as s daslired
by NOD., In other words, 1t should not bae gusumed that
"traditional" structures, descrlbed by sone observers

a3 aerfously weakennd by soclo-ncononic changues, can
affectively serve aa a basls for the constructlan  of
"modarn" structurns, Ta end this note, Ja o muyst

emphaalza  that the agrarian stryctures {n the nroject
Zone are no ‘nniur "traditicenal," Thaey are caught up in
procasﬂdx of change, anad must Ye approached a5 sychy
Aot as static entitiags having Quallities based more  an

fdesllzations of rural 1lfe than oYsorvationsg of
raanlity.
c) The atudy sbould sxamlne agronanlsz a4 sell a4 soclo-

acongnic chan)eg in e project aans, NACAYS the
davalopment enyislanad by the DO {5 Intimately |linkad
to agricultyral proauetion, hawaver poorly so¢lal
aspects of tha production process are understood, ‘Je
alao suqQpest that, contrary to the laplications of tha
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USARID scope of work, the changes in the praject zone
may have wvery little to do with NDD {mpact., On the
contrary, real)ization of the project's goals may be
hindered by c¢hanges of a soclo-economic order that
affect project zone populations, but which have never
been carefully studled,

CONCLUSIONS AND RECOMMENDATIONS

A, Conclusionq

Through a wvariety of interventions, the NDD is providing
support faor local organizations,

Areparations for local-level management of credit and inputs
are moving aleng, but the effective transfer of responsibility to
leccal populations will take time. It should be kept in mind that
If all jgoes well, three years may easily be necessary before we
see  the beglnnings  of self-management by cooperatives In  the
nroject zone, [t can be hoped that {n  four years, enaough
cooperative officers will have been tralned, gapgraded,  and
fnllowed up  that self-managenent may become a reality in a large
nart af the project zone. This s an optimlstic scenartfa. Auch of
this depnends, of course, on the willingnoss  of  cooporative
menbera,s In order  to o Ingure their continued fntorest  In the
atfalr, they must remain convlioced that there Is a payaff--binth
social and economic, e hasten to add, houever, that the payoff
s nat likely to he perceived In terms af 4 crude model of
"profit maximization." Rather, 1t is Ilkely tao be percelved
within a context vhere continuity of domestlic structures La more
Lapartant  than aaxiaun returns of {nuestmonts, In aother words,
selfenanagoment Aust  be  percelued Yy local  ponulations a3
1enething  worth dalng., But selfemanagemant of what? Toals (s a
crtlecal  questlon that must o addressed by all partics  Involuod
In tha profact: HDD <taffy meabers aof the tachnical snrvicas, and
the ponpulations {n the project zona,

The trarasitlon of concarn to us lnunlues moare  than  the
nessant producers tn the zone, Arrandissenent-loval oersonnel and
aven  traditional authoritlas muast face up o the nead to
ceconcaptuallze dJavalopmant pronlems ard thelr solutions, To he
20y, the 3%ay of local a-ganizatiaona slanneg for 13341389 will
caulidn oA uaafyl slarifleatiaon of tha charactertlatics of nra jact
cone sucial structuras and Cae changas they ara undargolng, This
Information should furthar help Slth the fead justnnnt of  cyrrong
thiakdng  about the rural mlllsy, and help Lo battar understand
atd deal with the slliey's potential fur and ob4taclaes to visble
doyalonnant,

(5]
1

Activitias  =ust raflect the dealres of  rural  populatians,
ang  this reqgyiras that Lhey hy carafully sought and Laaught ogt,
In ordar for this to occur, a mnmore aritical, analytical
attitude--groundad {n ongolng contacts with the countrysidea--1s
nacsaary a3t all levals of the project, Ua are not thers yet,
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Surely
their

the process whereby Niger's rural populatlons will take
future In  their own hands will require that they stop

waltlng for snlutions from above as thuey have been conditioned to
¢o., They now require useful advice and support; not orders.

Be Recommendatlions

a)

b)

c)

-———

Contlnue the preparation of rural populations in the
project zone for a more active and critical role in
endeavors to set off a develaopment process. This will
require that technical staff and rural develaopment
personnel play a more eoffective role. The project
advisors for coaperative developenmnt, credit, and input
distribution nead to qet together with the
arrondissement coordinitors to uork out an appradcn for
carrying out thls task over the next two years,

Continue training and upigrading Programs for
cooperative officers, and eventually all cooperative
members, Strengthen resources for follow-up and support
of these tralning nrograns, In order to hetter measure
their effectivenass for purposes  of local-level
managenant, set up a  sysaten of veri{fication that
reguires a  denmonstration of  acngulred skills hy
cooparative of flcers to  members  of  the villange
comnunity a5 well  as passing  rural  developaeat  of
project agents, Accountabillity to munbers of  the
conmunity Is at least as Important as that to  persons
in higher levels of pouer and authority,

Contlnue prograns dusigned ta fnoreadn thoe awareness of
technical service staff to differant approaches  to
devaelopaent, and  pursue prograns for trafaing  and
ratralning that oblige participants to apply, henca
test, and  wvardfy thoalr wnowledge, tThis  foed-back
Linkage Yetuwan learning and application should  becena
a cantral feature of all profuct-sponsored  training
programs, Inuurs  taat rural development parsonnal gho
go  thraough thuse orogranms offar  yaefuyl  advlcs to
project zone panulationa, If trey cannot, {n=ist that
they wunagaerjgo mare tralning, If thalr performance s
still not satisfactory, raplaca tnam ang find others,
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VI

PROJECT MANAGEMENT

This section is divided intn three parts:

- 8 discusslion of the overall context within which the NDD
project is managed;

- an analysls of the organizational structure of the proj-
ect} and

- an assegsment of the fnternal adominlstrative processes
used by the projact.

The purpose aof this saction s to ldentify the key {ssues
related to project management, determina uhether they have basen
adequately asddressed In the project desiqn, and asseas the I{mpact
that these {3s3ues have had on project performanca,

AANAGEWENT CONTEXT

Before assessling management nerformwance {t is necassary to
deternlne  uvhether there are external factors that limit the
Jeciston  wmaking optlons  of praject managemant, For the KNDO
project  thare are two sets of factora, The first has to do with
the poliecy framework within uhich agricultural projects are
fnpleaented In Niger, The kuy alements of GON agrlcultural pollcy
as v relates to the HOO project ara the followling:

e The erir;"urnl {nput sunply  system. ALl agricaltural
{nputs are alatributed by the publlc svctor and all  Inputs
that are not lmoorted are produced {n the public sactor, The
project does nnt have the aption of using the private sector
for lnput oraduction and dlstrivbution, In adgygitiaon, almoat
all agricultural  {nputs  are sold  to farmers  a% highly
subaldlzed nrices.  The rats of subsidy ls st asvery year by
the governmont,

< The rnlr of local nrnanteations,  fagl nniwq in 1903, the GON
adoptad 1 anllacy  arf  increaaling the rola of local

orqganizations In the raural davelopment process. Far DD this
meant, that the praoject had %o adopt A stratagy of
strengt “dﬁiﬂ) laca) atganizationg  to SELTLT graater
:qapanql' ity for developsent setivities, and at the same
time gradually raduce tha alze of Jovarnment progra=ag,

1, ﬁaru't&n* na3td Nhave Decoame a mador deteralnlng factor n
the ijﬂ{Ttﬂi Tand slre of rural davelanment arsgrans,  Far DD
this Acans  that  any faw projram that hat  the effaect of
increasing recurront £a9sts {s vaty unliisl y tn Le approved,
and project manggement 3 gnd=r lastructioms to g1iduslly
raduce tha racqyltraent 203%3 of exlating aragrams,
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activities. He places demands on avallable resources accorcing to
his own priorities which are nostly political, Thers 1s nothing
particularly unusual about this but [t {s one mors ra.won uwhy
project managuement has !imited control over resourcas that are
needed for project Implementatlion but are outsido tho internal
administrative structure of the project,

Finally, also at the Jepartment level, there are the
Technical Services. These are ministry personnel assigned to
departments  and  arrondissements to Implement the programs of
thelr respective minfstries, Vs w!ll be discussed belaw, 1t is
the technlcal services that aave orimary  responsibility  Ffor
{implementing Y00 project-funded activities, The services on which
the project has been most dependent ars: Agriculture, UNCC, CNCA,
Literacy, and Animation, Since the fleld staff of these services
are e ployed and supervissd by thelr oun alnistries, thay will
implament OO activitles only £f those activities have a  high
priority withlia thelr ministries, This constitutes the nain
managenent  [usue  for the profect ang {s at the root of most of
the shortfalls {n projfect implementation, Fiald ataff ara
motivated flrst and forzanst hy what thelr sypervisors want,  and
the suparvisors o turn are responsive to the nriorities of their
minl{stries, Only to the extent that 40D abjectivaes and  nrograms
are percelved asa Minlstry objectives and programs  will  fleld
staff Le traly conmitted Lo $nplementing nroject activities, In
tfamey  Department  the  techndcal services have generally  not
ldentifiod with the NDD profect and conseguently have shoun

I{ttle faclination to participatae fully in projact
inplanmsntaticn,

Projent dapandence on the tachnical searvicaes for
{nplennntation uas dellibaerately bullt {ntn ths projuct deslgn  in

order to  nh=lp  assure  the cantinuattian of projeact-initiated
activitlios aftar  the terminatlion of AlD  lnuvolvamant, Tha
organizational  stryctare that was st up %o astablish offectlve
linkagas bHetusen the araject ang  the tachnlcal seryices is
gascrinad ang analyzaed {n the naxt section,

QRGANTZATICHAL 3TRuCT NG

Flgurs | o>presants the organlzational structure of the
aroject, The averall nhead of the project ls the DPrifet, ang
overall nellcy guldance andg coordination ls provided by tns
Consall faglanale e Developpemunt {CBD) andg ths Zamlitd Tachniqua
Départenantal (COTLUE2),  The Prefect Directar {3 respansinle for
the Jdaye-tseday Aanagesant of the SrFafact and {3 sgoported Sy 3
headauarters  staff  conslsting afy thee  Mifmctoar  of Tacnnical
Operatiors, the ODirecter far Adsiatatraticn ang P laance, thy
Monltaring ana Hvaluystian Unlt, and the heads of  sach  prajact
campanant, 131 e3gh arrondlidcagnt thare {3 3 coadinatar wha is
respunaldble for overseaeling project activities,
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determined effort to allocate its resources according to  thosa
pnriorities.

None of the other technical sarvyices particlpatad
effectively in the jolnt planning exerclse, wlth the result that
thare were no significant Improvements tn the performance of the
actlvities listed on page 05%. It does not apsear that the ef fort
uill be repeated for 198%, This ralses some bhaslce questions
regarding the design of the NDD managenent system, Many of  the
problems discussed above cogld have beon ayolded 1 tie sroject
had its oun Implementation capacity. The arqument agalnst  that
approach {5 that existing government organizatinns would not be
directly 1nvolved and woald therefare not bao likely to continue
activities started by the preject, This argunent is not entirely
valid since 1t 15 reasonabhle to assume  that obvlous project
successes  would be contlaued Dy the line ninistrias {f the
project fncludes  the necessary tralnfng and instituttional
capaclity bullding,

For the HDD management model to work, the technical sorvices
must take the lead In setting targets and priorities, and
scheduling activities, This, houever, would almost certalinly lead
to a wvery different ikind of project. ™Most technlcal servicas
would want raesources to do more of what thay were already dolryg.
This has cone gut clearly in dlscusslons betwcen the onroject  and
the technical sarvices, The praject does have rosources that can
be used Lo exert some leverage, but thls fs rarely effoctive and
In any cvent, requires the strong comaltment of the MRD snd the
Prefet to the project design,

The bazic ausstion for the project at this time {s: can
anything be done to Improve this situstlon Yor tha romalning tuo
years of the praject? There are thrae optlans:

1, Continua tha ariating aystem, lLnder this optinn the nroject
would concentrate Jcs afforts aon 1) Lmaroving the activities
that are wlthin Lhe cantrol of the aroject, prinarily €07
tralnings 2) .Lontinuing the dlalooye aith the technical
services but wlthout much hape of fmnrovamanty  and 3) work
with specific {nadlulcusls at the arrondlasn=ant and village
lavels uho "aue bYaon faund to ba affactive in carryling  out
projact  anctlultiaa, Tnis approach has tig Advantage of not
daparting from tha nrofact deslsn wnlen has a4 nuatbaer  of
valid and Important obfectlives. Tha =ain dlsaduantage s
that the technical services will continue o nrovide anly
half hearted suppart for prafect antivitiaes,

2, Slve  the alanning and rasouroe allocation {nitiative ta the
technlcal -~ersices, Undor this approach the arafezt would bo
8 sgcondaly partner in the nlanning process,  4nd  would
attempt 1o e«nrt Inflyence through  periuasian  and  the
lavarage asseelated  with its resources, Tha advantage af
this approach {4 that tho tectnleal anryices wauld sss  NOO
8s thelr orojfect and shanges could acour feem within  Lhgao
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organizationu, The olsadvantage {4 that the project would
end wup supporting existing prograns many of  wuhich are
ineffective, a3nd change would be guarantued to b s5lou
(probably slower than would be acceptable to AID atthough
not necessarlly glouwer than {t has been thus far),

Glve the project more authority over the technical services,.
This would be very difficult to achieve because it  would
maan that the Dapartment heads of the tachnical services
would be recelving at least some of thei: instructions from
the Project Olrector rather than from their oinistries or
from the Priéfet, This could be justifiled on tws grounds.
Flrst, tne 0D Project Director would be acting on behalf of
the Préfet, (In this regard it could help {f he uera
dasiq ated Secretalre  Gencrale dJde Duueloppenent, Sow
argan.gram, ) Second, the HNDD productivitd prodect {s  the
major rural development {nftiative iIn the departnent and as
such should be gluen top priority by the technlcal services,
The technical services uould {n effect Se told that in the
Nlamey Cepartment the NDD program (s thelr program, Each
technical service would then be resnonsinle for  taking
whatever wmeasures ars necegsary %o carry out HDD activitles
as duscribed In the Ravised Inplementation Plan,

Given the relative lack of coamf{tment %o the axiatlng
project desiogn  on the G0N side, this third ontion may be
giving the nroject more clout than Lt deserves, On the other
hand, the decislon to usae the NOD profect description as the
baglc statenment of developnment pollcy for the ralnfed areas
of tiamsy Departaent could laad to a much more thorough and
meaningful review and anproval process than thy docunent has
racelved thys far, It needs to be recagalzad that under this
approach  HUD-financed activities will ne dJesiqnaed and
inftiates prlmarily by the project, The tuchnical services
wlll therefore continue to wviau projuct activitiss as
distinct fron thelr aun pronrams, but et least they will be
clear on  uhat thelr rasponsiuilities are with respect to
{mplerenting thase activitias,

AOMINISTRATIVE PROCESSES

Tnis saction s divicded into two parts., The first deals wlith
tha  systen for <onltoring ang evaluating project activities and
the aecond dea's with the project's systam for flnanclal and
Yeanute ranggomeany,

A, ﬁqﬂstnrgﬂq and EuiLyﬁtgaﬂ

In 1982, a eansuyliant te the NDD project bprepared a
alanning, monitoring, angd evaluation systam for the project, The
bianning and manitering componant of the asystam had the followlng
slanents foar eath project components

n


http:tchnac.ol

- End-af-profect targets

- Annual tarpets

- Annual work plans basad on the annual targets
- Annual budgets based on the workplans

- Quarterly workplans
- Quarterly reports
~ Annual reports

The project attempted to introduce this system in 1983, but |t
proved to be too timo-consuming Tor the limited staff that was
avallable., The major accomplishments were the restatement of end-
of-project targets, the sgetting of 1983 targets, and the
praparatifan of annual workplans, Quarterly reports were orepared
malnly by the Monitoring and Evaluation Advisor and proved to be
largely a fornality,

The annual plans, houever, wera generally well thought out
and teallstic, and tha exercld4s was repeated {n 1984, They appesr
to bhave been a valuahle management tool in  socveral reapects,
Flrat, §n 1933 and 1934, taelr preparatlon helped the hoads of
each profuct component to ruthink thelr priorfties, set reallstic
end-of =year targets, and adopt a schedule of activities that was
Implamantable and conslstent with tho targets.,  Sacond, in 1984,
the worknlan was  wsed as o eans oY facllitating  toe  Jalnt
planning of each project coroonant with the concerned  technieal
saervices., Tnils will be papeated In 198%,  Toird, for the first
time the technical anrvices are evaluating thelr performance
durlng 1384 In {nmplomenting project activities, Then gyarkplans
will be usaful as bSenchmarks agalnst which to w3109 progreass,
Finally, {n 198%, the workplans will He uund for the first timan
88 %the basls for preparing the annual budget,

Thus far  the major unakness {n Lhe dysten has beer on  Lhe
monitoring side. Thare haus “ean no Quatterly raeparts preparad Ly
the projact, and the pravious system of nontnly faparts  and
meatings with tae partizipatiaon of arrondissanaent 4taff and  thao
tachalcal ssrvices Y9 very sporatie, Bare are also very fauy
staff muatinga, In anary, the monitoring of profect sctivit{es {2
{informal, and this soems Lo be aufficiont to meat the fFelt tmeds
av senlsr profect managament, Housvoer, {1t §a tie ogpintan of the
gvaluation team that profaect vetfarmance suffers fron tha lack aof
syatenatle Information flows hotuean difforent levela af  the
project -- arrandisassannt, afnfect  tMeadyuartars atacf, anie

roject Managesent e 3% well 48 bBaluean Drojoct components, At 4
mimrdaum, Lt l3 redcmmended that aonthly  seetiogs gf sraject
stat?, atandizs3mant coordinators, and the tachnical sarvices ha
reinstituted) and  that Grief rapnrts 8f  accemplishments  and
problems bHe prepared by arrondlssemont coordinatoras and heads of
project camporents for celreulation prior to thase seatings,
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ability of lacal organizations to do things for themselves,
Although the wethodology for measuring the Lmpact of extenslion
and the technical package {s woll established, this {s not the
case for local organlzatlion develaopment. The nroject uwlll need to
determine what are thue most appropriate lndlcatars of progress
and  what would be the most cost-affective way to gather and
analyse village-lavel datag prrtaining to these Indicators,

Anather Isgue related to fmpact evaluations  cancerns  the
effort of the Minlstry of Plan to develap  standard  {mpact
Indlcators for rural developaent projects,  The N0D project can
hoth  contributse to and bheneflt from this exercise, Houwever, |In
working with the Ministry of Plan, tha Manitoring and fvaluatlion
Advisor should not limlt himsoalf to providing  data, The ADD
project probably has rare experlenca in trylng to Jdo ubat the GONM
wouly like to  see all rgral dgevelopment projects da  than any
other project, It should thersfore he fnvolved {a the salaction
of the Indicators on which data {s to Lo collected,

B,

Elnancial ang Resouzce Managenunt

This  sectlon addresses the temproveaents which have baen made |n
the  project's accounting, budgeting, raporting/monitoring and
floancial analysts  setivities, It also examinags the prograss
which has heen made In the  compyterization of managamant
Information, particularly with respect to the credlt and
agricultural {nput companunts of tneg project,

1. Agrountine

General accounting practices at project headquarters have
Improved as a ruasuylt of USAID certification requiremants, coupled
with the Installatiaon of paslc beoks of account (encumbrance
Jourmal, cash  dlsburaements  ladger and a  danor's racelvabla
account) Btapared by the resident Financial Management Tasgm of
the Sanal Megtonal “inancial Managenant Profmet, As part of the
GAFMPYa yark, the YOD prodect accountant {and othar YSAID projact
accountants; Nhas a <at of sample, Yaslc foras and Jnurnal  pages
a3 a gulde, To further assist project accountants in pnrojact
accounting  Jenarally any in moeting AID  raquiresants, nontnLy
workahons are held,

The Floanclal Manajemast  Toam as3l{stad tae MDD nroject
accountant 1n maxing the urliginal Journal entrlas, ang has Daen
perlodically monltoring the accounting 3y8tea t: maka eaortaln
that Journals are accurats and yh-12=data, 1% of tha hejinnling of
Nacambar Ti0a cash transactians Nad bLean  Facar e tinrayqgh
Noyambhar 10, 934, and encagmMhTancss thraugh Noveabar 31, 17304,

As A resylt, recofd waaning s mora srstecsatized  ang
pericdic  reporting  Gill bo faeliitataed, tuns aresz  wilen  had
areviausly hbean  in disarcay, oreayer, the ascauynting
‘Mprnvemgnts  are  assential  elements for the syccess nf the
zompytarization affort,

74








http:compont.nt










chgmmgndgtlon

To improve day-to-day financial administration of the
projaect, the project accountant and his assistant must
continue to recelve tralning in the basics of accounting,
with the bHooks of account, and on the MIS§,

Racnmmandatlon

NOD neadgquarterss needs a perpetual {nventory system for all
project properties, especlally agricultural {nputs, For the
perpetual {nventory system to fuynction properly, the
headquarters stogk clerk must be trained {n the system's
operation,

Raccmmandatlon
Accounting cantrol for cash must be Improved by the

separation of the custody of cash form the keeping of
records of [ts receipt and disbursement,
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Fertilizer is now avallable only for cash, Thus natlonal policles
that seek to Improve the flscal situation of the state by
reducing rural debt may work agalnst NDD's principal goal:
improved rainfed agricultural productivity among peasants--men
and(?) women--1in the project zane. Access to fertilizer on credit
in less than bag lots should be raconsiderad and restored in the
prcject zone,

A third arca that deserves scrutiny and greatar policy
flexibility concerns  project  support  for small livestock
production by women, A larqge part of total small llvestock
production is the waork of women. Unlike cattle, uhich are
expensive and require the production and/or purchase of forage,
amall ruminents are iauch better ahle tao seek aut pasture  and
trowse durlng most of the year. In addition, they can casily be
fed millet washlings that raesult during houwsehold food
preparation, Thaesa 3malleg livestocc also  reproduce more
frequently than cattle, and thus the passihilities for growth in
numbars  and notential revenur from sales increase more quickly.
Finally, the practice of stakding thaese animals at different

sratlors {n houscehold flelds during the dry season months adds a
nadest quantity of organlc matter to the soil in household and
incividual -lots,

This Is rlearly an area of {nterest to woma2n in the project
zone, It promliases to produce both cash and protein with minimal
fnvestnent and malntenance, L3 a form of i{nvestmenrt having
Jemonstruoly gaod returns, and thus should provide for high rates
of relmbursement {f seasonal credit were made avallable to women.
The {dea 1s not new In the project zone: 1t wns considerad and
disanproved a year aqgo. It should be reconsidered and approved.
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