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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 package!,
 
production increases, amount of credit, etc.) were not being

achieved. The reasons were related pL'imarily to weaknesses in the
 
implementing institutions. Since then, the emphasis of the
 
project has shifted from quantitative targets to institution 
building. There have been some notahle successes (esp.
improvements in credit management and in the ovrall design of 
CPT training) but much remains to be done. 

2. In terms of impact, thcre 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-gradu-tes (i.e., a very small 
nrrcenta(e of the total targt-t popul:ition) have iuc f? s!'fu . ly 
adoptedl ce;r ta in ernen ts of the improved technical package.
Second, local organizations wore to have been strengthened. There 
has been no widespread impact in this area. Significant progress 
has occurred, houever, in increasing the ability of some 
cooperatives to manage credit ind input distribution. Third, 
government technical services were to haie been strengthened. The 
most obvious impact in this regard Is the addition of the CPTs to 
the agiqr cuItural extension program. The CNCA program in the 
NIamey Departmunt has also been strengthened conSI(derably. Two 
very important organizations on which the project has had almnst 
no impact are the Animation Service and the UNCC, which (1o longer 
exi 3t5, but has b een repIced by the Union ,iatIonale des 
Coop,'rat Ives ( 1NC) 

3. A key to the succes of the project was to have been the 
active support of the technical services for the implemntation 
of projects act.v It i3s . This has not occurred i),oecau se tho 
technical services havo, in general, not identified with the 
project. Project obj ct ives and prlor it s were! different and 
distinct from their own and their genral attit.udr w.-vs that the 
NOD project had ;.t!3 program and they had theliri. The reas-on for 
this situation i- that, on ono hand, the techniw;il ,iorvi(--o-i were 
not ful Iy involv,.d in ett Iont *0 proj!t rh jor t i vee arid 
thartfore f o It no pirt I cu li r cornmitment to them, and on the o thur 
hand, the proJect had no authority to instruct the technical 
iarvico3 to jIv'i top priority to the activities of the NDO 
project.
 



Recommendation
 

Since the NDD project has no implementation capacity of its
 
own, urgent steps are needed either to increase 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 continuen to fxperiPnce serious shortfalls in the
 
achievement of its objectives. This action needs to be taken
 
at the level of AIO, MDR, and the Pr,'fecture.
 

4. Project implementation is suffering from the lack of
 
information flows between project components as well as between
 
different levels of the project -- arrondissements, to project
 
staff, to project management. There is 
of project progress or concerted efforts 
critical implementation problems. 

no 
to 

systematic monitoring 
identify and address 

Recommenda t ions 

a 	In order to address efficiently the many implementation 
problems faicing the project, the information flow to and 
from senior management should be improved and arrangements 
for more frequent joint discussions of problems and 
accomplighmenti should he initiated. 

a 	In order Lo reduce the administrative burden on senior 
project management, the day-to-day management of routine 
operations should b, transterf-d from the Director and the 
Director of Technical perattlons to the Director of 
Administration and Finanr.. (1.AF). This position should be 
filled as soon ais nos,.iile by a competent individual in whom 
the Director can ha ve conplretcp confi deoce. 

5. The ma iln concern of the project .t this time should be to 
set realistic objectivs,; for the next two yeairs and -ly as solid 
a groundwork as possible for the design and implementation of a 
third phase. It Is suggested that the project adopt the following 
four goals for the remaining two years: 

a. 	 Evaluate the exper ience of the CPTs and determine what 
their role will te In ph.ise III and beyond. This will 
involve assess,.n, the ,ffctiveneso and impact of the 
training, relating the impact to the recurrent costs, 
and identifyinq the relative roles of the permanent 
CPTs and th. vilL.,iog, CPTs. 

b. 	 Assign top priority to strengthin1 nr) local 
organizationv In the -,kills that woe know they Aill us,. 
This trion I at,, spocif ically into greatly incriaiing 
the 1u,'ntity of projoct rniourci devoted to
 
cooperaitive trmining.
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c. 	 Continue to obtain concrete impact data on he
 
technical package so that the extension program (an
 
become increasingly relevant to the needs of he
 
farmers through-out the project area.
 

d. 	 Carry out a thorough analysis of what the "Societe de 
Developpement" means for the Niamey Departmcnt in vclry 
specific terms. A spucific focus of this analydis 
should be how and to what extent responsibilities can 
or should be effectively transferred from the technical 
services to local organizations. The Charlick stu;dy 
could make an important contribution to this analysi~s.
As much of this work as possible should be completed in 
1985, so it can be used for the design of phase IIT.i 

Recommendation
 

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

CPT EXTENSION
 

The CPTs created by the project were to have been the main 
vehicle for extending the technical package to the farmers in the 
prcject area. Changes are needed at two levels to improve the 
impact of the CPTs. First, it is necessary for the project staff 
and the trainers at the CPT to better Inderstand the elements of 
the 	 technical package in order to use them for more effective
 
training. Second, there is a need to better follow up and above 
all, to provide support for CPT graduates in their efforts to 
apply what they have learned under conditions of production that
 
they know only too well.
 

Trere is some dissatisfaction within NOD over the limited 
impact of the technical themes after several years of promotion, 
and there i a manifest willingness to consider different 
approaches. Jlthin the project's compcnents and at the level of 
the CPTs, efforts are being made to improve extension content. 
Thus far, these efforti have had limited impact Uecauso: 1 ) they
Wore only 'started In earnest In 1983, 2) the rains fQilod in 
1284, ind 3) there hni been a l ick of cooperation from the 
Technical 59rvice. It must be ,mphasized, howevor, that unless 
CPT graduates p rfori in extension function when they raturn at 
their viligegs, th, CPT app roach cannot be cost-effective ind 
should be ah andoned. Specific actions that should be taken during 
the next two yuars are listed bolow. 
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Recommendations
 

a 	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 beingare 

encouraged to use them. 

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

a 	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. Require that technical
 
service field staff participate in CPT training programs,

and do so in a manner that is useful and interesting to the
 
trainees.
 

• 	 Continue efforts to select better trainee!, but do not 
confuse the cause-effect relation between better trainee 
selection and better project impact if the praduction themes 
are only marginally usieful. 

a 	Insure that trainees who occupy junior positions within 
their home sattings are not constcained from using the 
production themes they have learned (if they work). The 
situation of women i5 particulajly critical in this regard.
 

s 	 Either insure t at women c-n pliy -i nore active role (if
this is ,what they desire) in cooperati\v, W;rjctuzeshere 
they can U';e their mnodes1t litercy tiki 1:;, or do awjy with 
literacy training fo r women. The -;I (I rfd chang, are 
structuril, not simply pedagooical: priority must 5e given 
to means of making women's literacy functional. Until this 
is done, their interest in literacy traininq di1.l remain low 
and the results will contnue to b,! poor. 

a 	 If women' s lite racy L- to contLnu, In the proJ ct 1 3irgn
adequately tri I ned wfomnen to thei tas1 , -3nd take them 
snr iou sly. Oo away with the prosen t airr.inlqern t of double­
duty an Cnaltructo agent.liter icy 	 /fo1low-up 

* 	 Strengthezn the follow-j of trdIn 2lurn aftrindri CPT 
programs. In-,ist on the, ned For s,;orvice i rjnt'!, to isten to
and work with villigers. 'Jithut trois pL[est lking e:prsson 
of genuine intereist In prohlens of peop! In t. proj(Yct 
zone, and in whot CPT jr:idi,at,i do, tho, cr'!dil i ty and 
impact of NDO (oxcpt .asaoJro or cart-') w[I be limited. 
This may ba the most Import.-int roicomm,,nd tion. 
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a 	 Explore the pcssibility of using CPT graduates as trainers
 
in village-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. 

@ 	 Respond to requests from projct zone villages for help in
 
improving agricultur:il production. Consider the
 
establishment of village-level centers in these cases only
 
if there is an unambiguous expression of local interest.
 

a 	 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 in 1984 have shown that the
 
adoption rate of the recommended technical package is low. In 
general, more elements of the technical package are adopted in 
the south than in north. The project does not have a systematic 
program for adapting the technical package to the different 
grouirig conditions; in the project area. The project also does 
not hav3 a ful.-flteJdge.d farming systems research prog ram to 
identi fy key production constraints in the traditional systems 
and to do on-farrn testing of new technologies to address those
 
constraints.
 

Recomnendt ions
 

a 	 It is not necessary for the NDD project to have a full­
fledged farmiig systems research program. However, the 
applied research unit working closely with the monitoring 
and evaluation unit should do careful, well monitored on­
farm testing of productivity-increasing innovations in the 
different agro-climat ic zones of the project area. An 
important part of this effort shoald he th e testing of 
modified anImal tr:action equipment iJapt,2 d to grouing 
conditions in the r)rsjfct iriea. It i- noteworthy that there 
is very little rdemand for crdit to purcha-se nimal traiction 
equipment in the orojr,ct ire Al so, there wojI1 'f almost 
no d emand for fertilizoer,3 if they w'J.rr, not sub ;ii zd. 

a 	 The surv, ys of :PT ,graduateo s h)ou l1 be cnnt I nud The 
nspecific objectives should bu to: 1 ) otain more Ir forrnz,tion 
on reasons for the ;adoption or non-a.deJption of ali IL: parts 
of the technl:2]1 paikage; 2) attlmpt to m:arire the on-farm 
impact of the technical packag]e on yields ,ind production; 
and 3) obtain concr.?tt i nformation on the hbnefits of animal 
traction oapeciilly the Impact on yields and ;area plantod. 
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a 	 The findings of the on-farm research and the surveys of CPT

graduates should be systematically incorporated into the
 
training programg 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 being 
 established
 
for CNCA. In fact, the credit component ;s the only one where

there is agreement 
 between the project 3nJ the implementing

organization on objectives and hod 
to 	achieve them.
 

2. Although a sound credit manarj.rnent 2;ystem is being put in 
place, it must be recognized that it uill not 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 groups.
 

Recommendat ions
 

a 	The effort to transfer credit management responsiblility
 
to 	cooperatives should be limited in 
scope. Rather than seek
 
to have all cooperatives manage their 
own 	 loan portfolio,

the project should work with only those who have the mostpotential for success, probably fewer than in20 number.
Neither the 	 nor CNCA theproject the has manpower or the 
resourses to provide adequate support to a large number of
cooperatives, or to those who do not already have some 
capacity to manage their own affairs. 

a 	Concrete actions that the project should take to improve the
performance of its credit com;onent include: 

1) 	 Frequent vi3its to cooperatives and village groups
emphasizing the responsibiLities of cooperatives
membership, especially timely i)an repayment. 

2) 	 Establish staindard procedures to "allow when loans are 
in default. 'However, CNCA and %DO need recognizeto
that they are in the bjsiness of making sound loans,
not 	 repossession goods a resiult ofof as bad loans. 
CNCA should concentrate its efforts on c-reful loan 
analysis r3ther than on punitive re, s,iure-. 

3) 	 Require l.rger down payments. An appropr i te down 
payment in mo,t would be 30 percent. Any pro)gram that
consistently requires less than 20 percent down payment
is certain to have unacceptably high default rat3s. 
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3. In the long run the most difficult issue for thq credit
 
program will be financial sustainability. There are two 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 viable. Given the small average size of 
loans to farmers, CNCA would mike loans only at the 
cooperative level aind only to those that can assure 
repayment. This is the onl" way to assure acceptably 
low administrative cots per loan, minimal defaults, 
and a truly revolving credit fund. The obvious 
disadvantage is that the loan program would be very
 
small and would have virtually no measurable
 
development impact.
 

b. 	 Use the credit fund 3s a means of achieving rural 
development objectivLs, i.e., pzovide credit for 
innovative agricultural technologies and village-level 
Income-generating activities. This approach entails 
high administrative co;ts ird h joh degault rates which 
must be suh'idized. The key here i,. to diffurf2ntia:e 
between the credit p ro qrain, which should be self ­
sustaining, and the subsidy program which is the 
responsibility of government. NDD needs to recognize 
that CNCA will never be a financial institution in the
 
real sense if it is obliged to subsidize rural
 
development efforts.
 

INPUTS OISTRIBUTION
 

The NND project has set up a sound input distribution and
 
inventory management system, and progess has been achieved in
 
training cooperative officials. The i'pact of these efforts.
 
however, has been limited because of the lack of follow-up and
 
logistic support. Records are not always beIng kept properly and
 
information is not reaching Nia',ey hecausa of transport and 
cmrnnuni:at ion problems. Consequently, Inventory control by the 
project requires more effort than it should and Is not as up to 
date a- it could be. The system that wasi set up for estimating
demand for inputs and communicating it to Niamey has not been 
working for the same reasons. 

Recommenda tt n 

A more systermatic way of 3upporting cooperative is needed.
 
PJtJD needs to determine who will be responsible for regular
 
visits to cooperative now that there is 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 goes well, three years may easily be necessary before we
 
see the beginnlnos of self-management by cooperatives in the 
project zone. :: t can be hoped that in four years, enough 
cooperative officers will have heen trained, upgraded and
 
followed-up that self-management may become.? a reality in a large 
part of the project zone. This is an optimistic scenario. Much of
 
this depends, cf course, on tne willingness of coperat ive 
members. In order to insure their continued interest in the 
affair, they must remain convinced thai; there is a payoff -- both 
social and economic. Sel.1f-manaqement must be perce Lved by local 
populations as something worth doing. 9ut self-management of 
what? This; is a critical quesition th-t musL he addressed by all 
parties involved in the project: ND[D sta ff; 'nerhers of the 
technical service , and the populations in the project zone. 

The t ran3it inn of concern to us involves more than the 
peasant producers; In the zone. perrondissement-leo1andpersonnel 
even tradi t ional ."u thor i ti i mut face up t'i the ned to 
reconceptualize development problems and their o.utions . The 
study of local organizations planr,:L1 fr 1984-185 will provide 
useful information, which should aej p with the readjustment of 
current thlnking about the rural rilieu, and help tu better 
understand and deal jith the milieu's potential for and obstacles 
to viable development. 

Activitiis must reflect the desires of rural popull]tions,
and this requires that they he c=arefully so,:urht nd thou ht out. 
In order for ttii to occur, a more criticil, ana1yti-l ajttitude 
-- grounded in ongoing contacto Jith the countryllide -- is 
necessary :3t all levels of the project. Wo3 are not tnere yet.
Surely the proce3ss whereby Nil er's rur;al populations ;jAl take 
their future in their own hands will reoaire that t2hey stop 
waiting for solutions from 3bove as they have beeo-n conditioned to 
do. They now require useW fUl idvices aind ot;ppo rt; not ordetrs. 

Recommondatinnn 

a Continue the, pr, pa ra tion of rural popu"at ions In the 
project zone for a i ore ac tI v, and crl tical role in 
endeavors to set off a r,,volopent proceo-. Tlhin wAil requirli
 
that technical st.aff aind rura}l development )er,onno l play a 
more pff -ctive role . The project adv"-)ors far coiperat.v'i 
development, :r,!dit., and input distributon n1,11 to qet
together with the Arrondl-issment Coordinatori to work out an 
approach for cnrrying out th!,s task over the ne xt t'wo years. 
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" 	 Continue training and upgrading programs for cooperative
 
officers, and eventually all cooperative members. Strengthen 
resources for follow-up and support of these training 
programs. In order to better measure their effectiveness for 
purposes of local-level managemen t, set-up Li syst en of 
verification that requires a demonstration of acquired
skills by cooperative officers to members of the village 
community a; well as passing technical service or project 
agents. Accountability to members of the community is at 
least as imoortant as that to persons in higher levels of 
power and aithurity. 

" 	 Continue ;)rogr.ms designed to increase the awareness of 
technical service staff to different approaches to 
development, 3nd pursue programs for training and retraining 
that oblige participants to apply, hence test, and verify
their knowledge. This feed-back linkaoe between learning and 
application should become a centril feature of ill project­
sponsored training programs. Ins;ure that rural development 
personnel who go through these progr 0sofferUs.?f uL advice 
to project zone populations . If they cannot, insist that 
they undergo msre trainino. If their performance is still 
not satisfactory, replace them and find others. 

SUGGESTIOfiJ FOP PHAK ITI 

Many of the findings of this evaluation indicate that what
 
will turn out to be appropriate for a third phase of the NDOD
 
project depends very much on the experience of the next two
 
years. However, there are seve.ral general observations that can 
be 	made at this time.
 

1. 	 The project eeds to continue its strategy of not 
setting up itructure.s that oper-te se;paratly from the 
existing tachnlcal :irvlce3 . The project ha. nover felt 
that th1. u:ii d 1s;ira bl, and it -i now officiil '0$' 
policy to move away from thosre types of projects. 'Jhat 
cannot be ove-- rpha- i: d, howFV rI, that me.nringful 
support for project activities y the technical 
srv-ies only assured 1 ) * can he 	 by very definlt-i 
n3truct iins from th Y(1init, r l nd erfectur! iV l1 

and 2) .v Ing th, pro jeCt ir",ctor the authorIty to 
deal ,,ffectivly ijith the technical iervicp dcpertment 
heads.
 

2. The onl/ ba3i for rur3l dovelopment and increased 
rural incoma in Ntimoy Opartment 1, Incr', asd small 
farmer productivity. Thls means that tnre mult be 
improvjd tuchnologiie) that can be adopted by farrners, 
end thur, mut be of factive extoniion. The implicattLon 
for phase 111 i- that thn project muit hav, iomo 3ort 
of extension activity. A3 notqd in the racommndations 
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for phase If, the exiit inj s t f tri ne !d s to he'y 

redesigned to reduce coits, probably [ y shifting to
village CPTs and having non-salaried CPI chiefs. As in
phase II, the 1k1y to 9ucce3s will be effective 
technical suppot from the Agqr1culture Service. 

There should be no need for phase III to conduct 
agronomic or f Lri1lny 9y ter re!f"rch, but effective 
links should he estahlished with INRAN so that the 
project doesotr5d 	rotL stl i wi th respect to the 
technicalI package. What phase III should have, hover,
is an adaptive research act iv ity as part of the 
extension program. Thi s would consist of c1losey 
monitored on-far n teitinq of technical innovations by
the extension staff itself with a view to Incorporating 
ecomomically profitabheI nnovritioni into tfbe extension 
program. 

3 	 The main thrust of phai III will be to strengthen 
local organizations (cooperatIves and G,.Vs ) to 1 ) 
assume responstbility for crtain servicet; ,low provided 
by government, and 2) undertake developne!nt Initiatives 
relating to 3o, I Uj I - ervices aind incorfe r) ie r ting
activities . This impli!.ti a ;iaJor training activity for
phase III. How t!Ii a-tivi ty is to bu implemented in 
unclearr it thl-; tim''. 'ho will he the Iin pleroenting
technical e,!tv Ic '? 0r is thlis an activity that. tho 
project will have to implement for I t.elff. The national 
and department -level credit -ind input diqtr ibu tion 
organ 1z:itIonn 0hotld not q o bej low the oooperative
level. Thv AP5 pro Jc t has a coopert ive tra ining
Component, kut i 1 1nIk vly to ha ve the capracity to do 
more than pilot activities in indivija1 d!partent.3.
Thus the project cou Id end up h .tn to lmpoumvnt its 
own coopira tie traiining projr-im. 

There a me(. two other :na Jo r rKowswith rtv spe)oc t t o
local or janizations d1volopemont. Thti first Ii: how
 
long will it tke to get locail organIzation-- to whore 
they can manago thei: own afafas. Expiri encv has Shown 
that even in count rmlt5 where econ.oric dov oo,,lmnt Is 
more adv.,ncood and In aaswi th a Ootter,. res-ource!
it t en s,- lot of tr.inin and "ituppor"t before local 
organization- cin r-. ,l Iy InttiAto d manaie on theIr 
own 	 a wideq r:1ngio de'el op'ient. 'actt11. it hi h ondhrle 
IS: what -in in fact t,, done, by 1ocllr,,at'oni o1)y 	 in 
Niaimr~y 	 '7pamtfmnt? * 0 ~ the, sta"nda1rdTomeI ci,
list: input ntpp i y mana,:,n t ; cr'l1t! ania (t. t f t.m inn 
cereal -5,5(r 1)(:;ijjt.1 ll n~ (AlO Io 'Id 1i Iu 
flour millsi. This I-", the laeIi-tt thait -a tionolo 
at the start of phis I, hut vory littl, t.JIn vhi1f1d. 
The ba i c p 1otrm I that ,Jiniy Do .t' 1f) ft,1 111 
manger roiourco hitn and th" rujral nopulsitin hni vory 
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little purchasing power. This sets real limits on the
 
types of activities that are economically fea-Iible.
 

4, 	 Phase III will not need to ho directly involved in 
input distributton, but credit will continue to be 
needed both for tho improvIed a rictilturill technology 
and 	 for villaoe-level ncone- i' t n activities.a 
Three point -ihould be n jd in thib r ug rd. Firt, 
there nved to be ,~st ren.thni ri,) of cre:d~t instiitutions 
and ra naoo e nt a t th ,e n it I or.,i I level . Second , the 
project will noed lt7, uwn cre,it manaoenent capability
during ph-ise I I I Th ird, bec"uIsa the typt!i of 
activities 
 likely to rcolve, credit will he innovative 
ond risky, adrini-.itr itLv,, cocit i and d f tuilt ri-teti uill 
be too high for th, credit [iroqrjii to be f inancially
self-sustaining without heaivy 5uhsidie. This neds to
be recognized by the GON and USAI at the outset. 
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INTRODUCTION
 

The Niamey Department Development Phase II project, NOD II,
 
was started in 1980 and is scheduled to terminate in December
 
1986. The overall objective of this project is to establish a 
self-sustaining rural development process through the 
introduction of improved agricultturail tochnologies, the creation 
of development-oriented local or( anizitLon, and the strengthening
of government services. The project has eight components: 

* Extension based on Farmer Tr3ining Centers (CPT) 

a Strengthening of govern,fient services 

a Strenghtenlno of local organizations
 

a Credit supply
 

a Input distribution
 

a Women's participation
 

a Applied agricultural research
 

a 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 in 1983 and, nt an overall level,
recommeiided an increased emphasis on tnstitution building,
stronger project management, especially fn, the credit component,
and further applied research on the improjed technical pac1kae.
5peclfic recommfndations were made for each project component In
1ine with these overall recommendations. Tho purposes of the 
3[ond evaluation are to assess the impact of the changes
recammended in the first evaluation on project performance, 
,wv.ur progres-3 to date toward the arhievement of projectr 

objectives, and make recommendations for the remaining two years 
of the proj ct. 

The evaluation was carried out by a four person team. The 
e'x1prtlse and responsibilities of each membor were follows:as 


Development Specialist, team leader and primary author of 
h ,ipyrt VI, Project management. 

rirlinc.a]. 1nnnqacaalint,ment primary author of Chapter IV, 
[rl~dit and Input Distribution. 



Social Anthropoloist, primary author of Chapter II, CPT-Based
 
[x-ension, Chapter V, Local Organisatlons, and the Appendix on
 
Women's Participation
 

Agricultural Economist, primary author of Chapter III which 
analyses the technical package and evaluates the performance of 
the Applied Research and Monitoring and Evaluation components of 
the project.
 

Most of the informntion used in the preparation of this 
report was obtained from project documents, including the reports 
of short-termI consultarIts, and disicusiion, with project personnel 
in Niamey well cn trips. the didas os field Since eviluatlen not 
take place during the L3qricijltur..! -,.!,ison, the evaluation team 
was not able to observe actual farmin]g practices,. lowever, 
considerable u.seful information w s aval l 1,he fron surveys
conducted by the Monitoring ind Evalluaton Unit. 

Thke main finding,; and reconnendations of the evaluation are 
presented in an Executive Summary, and aetailed 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 trainee recruitment
 
has been to locate younger villagers in the project zone who are
 
interested in learning improved agricultural production

techniques at the project's CPTs. After their CPT training, the
 
t I.jnee are expected to use the techniques in their own fields, 
arid to teach their neighbors ho0 to improve their own production.
T'isi is the "oil spot" principl2 of extension. Experience during
the early years revealed that the trainw, were often marginal
olements in their home village. They were little motivated,
havinrj ben almost obliged to attend the CPTs, and their impact 
waJ ininimal. once they returned home. 

In order to improve the quality of persons sent to the CPTs,
the project began to more carefully specify recruitment criteria 
in 1982, and to matke these criteria known among the cooperatives
in the project zone. 

For the same reasons, the NOD began an "Open Door" program
At the CPTs in 19B3. These programs were designed to give greater
,juhicity to the CPT programs, and to show the effects of the 
productivity themes being taught. Relatives and representatives
fon each trainee-couple's village were Invited to the sessions. 
At the aernP ti e, the recruitment criteria were further 
ttohtened. Only those cooperatives that were not in default to 
the CINCA cow ld s.end t ra,3,es to tne CPTs. The NOD asked that the 
tra inees be maturt, Individuals, that they have exper in ce in 
farming, and that they have access to fields of their own on 
which to ute the new t tchniques. 

Ihile it is plajsihle thant these improvements in recruitmot 
have produced a hi her-qualit 1 trainee (a point debated by somerP T directors contacted during the ovaluation , more work is 
nee,1ded. Bly way of example, a study carried ourt by the project's 

on Ltori o and Eva lu t nn oc t ion shows th at "10% of the tra ineri 
recruitiid in 11'34 had acc ti In theIr homa Outtio land villages.

hlf(541) ar1 neither hous.ehold he:d,; nor heads- af domestic 
I-odJction uini t,1. Fur .th,1 moment, we cr)n t iiy iy with 

confId,(1nce what the con-i.,qunce orf th I tioo w. iji tu for 
thi 198i4 trainees, hut it ds-)erve.s ione attention during rollol*'­
up. It IS posi:ible that, as obs;rrvod during Pha'ir I of NDI), the 
t r4 I neu s I " Junior" s ta tiu in thoir (irnilli, will continuo to 
prtsant obstacle3 to the offoctive usri of their knowldcgo. 
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A second difficulty faced by several trainees stems from the 
NOD policy of selecting single trainee couples from GMs in order
 
to spread project impact to a large number of villages in the
 
cantons of the project zone. As a r(esult, the trainee couples
return alone to their home villaqes, and do not contitute a 
critical. Ima s ufficLent for r p os e-,s of e xte rn;±ion. Expressed
another way, moral support is I icking for thei' cnitat[veus in 
the villaos?. This, is a3 qualitiltive coniider;atior, hut i :ritical 
nonettIe less. For iriova tiont, of the kind tilt? N0D isi pronotinq to 
be succetsofu I, tiere must hoe. su j)ipci[t from the su:rounding
milieu. This isolation is p~irticularly pronounctd in the case of 
women CPT or;du-a tes from ethnic g oojns.3 or subqr3oufj- uhere there 
is little if any social -support for w1-nunib l )or in collective 
fields (windi _oy i) thi rijltiv;ition .e.son._,Iir durinq 

This sit jation c,3n be corpliclted by the fact that follow­
up and buppo' t n;eded by tr-i nees once finished with CPT training 
are not a lways provided, either by the project's follow-up 
agents, or by a r rond Is;eme nt techn ical personnel, )nd this 
despite a qeneral improve;ment in NbA follow-Up efforts. During
tie 1994 apr citural cIpmlpn, '74'1 of formner triin:ees were 
contacted at l"?:)st once by 3orMe IfD .10t0 t. rjo1t t'Ile 1 e SS, 
discussion,; with i r!; ons at vrious levev 1 wi thir the proj ct - -
CPT directors, wonen's follnw-up '1(pents, and without exception,
departrent technic-il u;evice re(premuettIves--ruca'ld depreet of 
dissatisfaction with current follow-up. 

The project has een endeavoring to inc rease awareness of 
and interest in NOD among poptlat ions in the pojc!(t zone, and to 
promote more active pairtlclpation of local cooperatives in 
trainee selection. After all thee effort s, however, th7 questio n 
nf the proJect' . impact r emi I s jnan'wfr d , if by i mpact is nPe-ant 
increased pzoductivity, and operationally t:1 is i , 1 &,eIY the 
ca se. After .even y,jr of )rorotlIon in t hk project zone, ,onvoral
of the JDD'-3 production techniquei rem, n i n in I mn 11 y ,ffective
(j!eo the sect i ,n on the tchn I ci 1 )ack a e), 

If ther I 3 an element of the technic,il packagje that I ­
truly popul - with NOD tranes, it i- th, two rxen c;art. Ard if,
because of it5 popul.irity, traine:?s ar i mot va td to ;attend trie 
CPTs primar[l/ in order to rt: ci j, thfi oxen and 'irt on c red it,
what [;s the purpo,3c.- of befttor nelection criteria? (If not -.imply
to improv,! the ro imt~ur aeet.nt situation.) Under these conditions,
tho link between improved rucruitment and improved impact cannot 
be a umud. 

0. Teacheri at th, "'o[ 1 

Tho qunlity of teachers at the project's CPTs (CPT directorn 
and liter-cy initructor3) varies considerably and does not appear 
to receovtj routine, suffLcitnt supoevision. 
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This is not to say that we do not find enthusiatic, capable
 
instructors at the CPTs. On the contrary, NOD training personnel
 
can easily point to several. But faced with a training program

that demands an effective approach to teaching as well as a 
mastery of the themes being taught, the number of instructors 
having these dstrable qualities Is insufficienft. 

According to observation, by NDD personnel responsible for 
CPT tr-inng, cand cofm-ents by an animal traction expert who 
visited the project during 1983, the CPT directors have a 
tendency to incorrectly use the farm implements they are 
demonstr~iting tm trainee;. Ocrcasionmlly, for example, upliftingblaT~des are usedl instead of mrult~ctltivjtrs ("Dents canadiens") 
to teach soil scarificat Lo. According to experience with animal 
tract Io. in the Zinder region, only onle p'2r son is required to 
culti vate With a single ox, while the CP)T; teach that two if not 
three persor:; irt needed for the ijork . The triction method that 
requires mot human labor InAy eem t, uoma to represuen t i n 
economy of time, but in real ity/ may 1ecd to a loss of domestic 
iihor ind time, e.speci lly in the ca!t' of women who are now 

uork ing more with their hus3b;inds. in household fields, potentially 
at the expense of lalbor time, hunc,,- production in their oun 
Fields. The project has been pur,,uing improvement 1 in the 

,teaching of technical themes since k n ,.1q084 , bijt ueane ' es still 
plrsist. These must h, alddrossed, particu!l rly qiven the present
effo rt to c'Ivf_:r-ify the! raine of production t,!chniques taught at 
tho CPTs . Th e gr 3ater the variety of tec hn qts taught, the 
greate r need for follow-up and "quality control". 

Similar observa t Ions can be made about the literacy and 
follw!-up agents3. There w;s a great d,:al of variation in the 
quality arnd motivartlon of literacy instructors during 1984. The 
situation was further complicaited by the dismis3al of a t least 
one Instructor (at oni reri) because off poor performance, 
s!omnethinq that wJas3 done without liforming the department 
represenr, ttive of the litercy 3e-rvice. An extreme cai3e was 

n t Lored by the department litercy ijent who duscribed one CPT 
in,tr'jctor ajsi "mentally Ill," having alienated most of hiS 

; tdIn t (Ch he r : h to complete this1 IwI a 3ri3 coul d cited 
pl1cture of variation in teaching quality. Efforts haive been made 
to improve the quality of iris t ru to r-i In NOD tr i Injng progranst 
but Ideal candldateo- frequently cannot be found. 

Cnncervin; ongoin, ,ndeivor-i to improve NOD triIr!ng, it i 
5i;nificant that i very c on:truct IV link ha-' bofen for~mtd betwoen 
theo pro.ject' tr:in'n, 'i,;:tloi ard the Centre do Formmtton des 
r adro , do I' Ap f- ,ttstIon (CFC A). Thi- ha, enibleid NDD and the 
l[t.kira y iorvir,o to work cloitily together to divil,,p, test, and 
p rfect i mo re! effcl, nt tci :IIi, method tailored for the n(Ids 

f thy, CPT lt,:'icy pro it-n. This "intnv l['.eracy"[ ippronch 
h. i' conidorahln r, i:,, ind mii t ,oontjnuini support.. 

In O'dO, to anj; ,fr,',t(tin v', pmorrrnm, C!T tmc(hr." rs1uMt 
1)14 cm rq ul1y rel it.td -rinmd trailnod accord in, to th, ntrdl of the 
;,: nJo,:t. Tho litorncy iritrictors muit, of cour-3, thoroughly 
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understand what they are teaching (not always 
the case), but in
addition, they must be able 
to establish a good working rapport

with the trainees. As with all aspects of ND30, 
 their activities
 
must be carefully followed up.
 

The situation of the young women who as
work literacy

instructors for women CPT trainees ij mere difficult. Described
by the department literacy agent as "average", the women's
instructors ace also said to lack enthusiiasm for their work. The
results of women's literacy programs at the CPTs are generously
described as modest. task women'extremely The of s literacy
instructors is a difficult one. They are charged with giving CPT 
women tr3ining that i! p, rceived to have very little utility
within the present project framework. It should not be
surprising, then, to discover that intrest levels arong womentrainees concerning Literacy are low, that invery and some cases 
they refuse to attend clases. This situation seems to reflect
that of women i,) the project as a whole: not very enthusiastic 
because they a re of ten marginal; the y appear to be taken less 
seriously; thei,.r prestnce at the CPTs is alrno-st accessory. 

The situation of the women' s inst ructors is further
complicated by their additional dUtie-5 as folliou-up agents forall women C('T gr:tdJmtes who live in the regInns surrounding the 
centers. Their perforimnc e is often we:ak in both Onceareas. 
again, howevur, tle mere presence of fol low-up agents and
1 iteracy instructors for women Is a major Improvement in NOD
training and extension progr3ms. The tas;< is now one of making
their presence more effective. 

As for the wonen who graduate from the CPTs, very partial
information suggest,3 thait their use of the CPT extension themes 
Is limIted to the:- work with their husbands in household fields;

th)eir Cxten31on efforts in their home 
 co-.unities are minimal.

Thii reinforces th i Im, g e of women as mar,)inal to project

aictivitiesn and impct. AgaIn, this, is the 
 situation doipite NOD
efforts3 from the early yeairs3 of Pha-o II to focus mort! attention 
on women. This r,; u l t.ed In the creation of :omen 'SParticipation compornt, and the sutsagunt additnn of wom n's 
follow-up ag)ents . AddI t onal Info-mitIon on the jtuation of 
women in the project zone I-) cont,,ilnd in Append[ I 1. 

A fln,il note on women's IIter,i(:y In 'O0). If ,?ndoavors to
imp rove the lot of the few n who b1 cnnowo) I1 tsiri ts in national 
Ianguagfes I re to he ,feetof . o It rutir 1 chang, not justbetti r teaching ,method!- (thowever importtnt they are) will be

noer(!d d. ,.I p f I et:1o:-n ly If tht ', Isting rurail dev, lopmennt
strjcturos (tooIh,:-I I ,) in the pr,)J,!ct Zon, du not Ivt, womrin 
UPT ;rjiduatto- opporttontty us r thoir littracy ill , thethe ton 111iipoct of their trnining, no mattir how god the Instructors,
w1ll be negltgible, nnd probably quickly loit after thuy leave 
t'he cent@rs. 
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C. 	Follow-u. of CPT Graduates 

In order to provide better follow-up of CPT graduates, the
 
project has recruited men's and women's follow-up agents.

Occasionally, due to dismissal or reassignment of the 
 men's
 
aqents, CPT directors provide this function, often together with 
the women's agents. 

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

According to discu!,sions with CPT directorsi and follow-up
 
agents at thrae centers, the current method of "zonal 
follow-up"

is inadequate. Follou-up agents frequently complain of
insufficient transportation for travel in the areis under their 
responsibility. Project zones "A" and "3", for example, include 
all former trainees uho lve within 15 kilometers of the CPT. As 
for atctions in zone "C" (beyond 15 kilomete rs), very few vi sits 
were made >1 1984. On x Plan.tLon for the, unaivailai lity of 
vehicles WJu insifficient coordination of field trips by
arrondiss.ment technLcal Aervices.A tcond reas-i. on given 'Jas the 
rc:portedly frequent r,,qui-itions of service veliic l o; by local 
authorities for non-proje ct activities. 

In cases wher fieId trip.; weorei made, they s;een to have been 
done very quickly. DurinJ on. such trip from the (oni Oeri CPT,
for exampl, eightol graduates were visited. One could ask how 
rouch time was s3pent with eaich trainee and what was done with
each, given the considerjbl -, distancei beteen villagos in the 
region. Unfortunately thse, question!; were not asked. 

Effectiv,, follow-up shoold consist of more than the 
collection of information for purposes of analysis and eviluation 
at 4D A very important function of theo fieldheadquarters. 
v is i t3 o ion s t o ha:, v e be e n n e g I ctd: d .upport and rteinforcenmnt 
for the graidiJti,'s act LvLtie, in their home villa , . If we 
,:osidr th.at the differet somiponents3 of CPT tr-ininq for inen
AnFl d ijom'.1n total mores than a dozen them11s, withot conntLnq any
lnitlati,.,, tae n by 'ome graduates, or partic1ilir prot)lems
;ncontlrJ . by other's, the demands of a follow-up effort worthy
of the nnme beco more evident. Tho fact that 361 (or 741) of 
4 35 for ner traitre, w, re, contaictd in 1304 do,,3 not tell os-I much
Ir itsielf, a1thogh the total certainly mdicate. an effort on 
the part of NDD per.3onnel. Th, quality of contacts 13 at le3ast ao 
inoortitnt In thiir quantity, 

D. 	 Involvimtrnt fr Tnchnic;l 3',rvicEs in the 
EPr~ujct's TraL si~nU Pro~irml 

Thainks to monthly coordination meeting: of arrondisiornnt­
1nIie tIIchn ici r Icrvici, orvIc a rnprinntativa3 have tho 
srwj,rt,njty to nty Informed Wout project activitlos 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 maintain 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. On 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 tond to
 
be focused on some specific task (delivery, collection of 
infornation), and instance-s of tiae spent with the trainees are 
rare, In the meantime, the literacy instructors, who do not 
always master the content of the technical themes they teach, do
what they can to pass on this information to the trainees. The 
technical services should give greater support to CPT training
 
through a more active involvement in center activities. 

THE ITMPACT OF CPT TRAINIJG O'J TRAINEES 

Since 1980, several studies (internal and external to NDD) 
of the project's technical package have criticized it for being
too expensive, nut 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 very problematic from the standpoint of profitability. More
 
recent information from re.search done by the project's Follow-up
and Evaluation unit suggests that several features of the package 
are not or are only partially used by man, CPT gradJates. If the 
impact of CPT training on the agronomic practices of tr-lnees is 
weak, their impact in their home villages, in turn, is 
negligible. The oil spot is hardly spreading, hence spread effect 
is minimal. 

The project must nou disaggregate or "unpack" the technical 
package--according to the possibilities and limitations 
determined by r-Ainfall and soil variations in the project zone. 
More attention must also be given to the socio-economic contoxt 
into which the technical themes are being produced. 'ince brief 
studies of land tenure and soci l structures in the project zone 
during 197'1-137'3, these issues have been ignored (.see s'ct I on V). 
The themers that seem l:is t doubtful and most pop ,hlr are of ten 
those that chainge,, only !jlightly practices that have been us'.d for 
some ti tLhea . Data collected by thfe NOD on the u'e1 ofmn, in orea 
exten!3 ion themes o n field1 )y CPT graduatef,; f rum 1'171 through
1983 gIves ' vieu of the! ,itu ston. 'Jed tr,-.tnent Ai; usef d on 
70 prcent of the field, .,ed sorting w] i In 59 percent of 
the cases, and thinning of plant3 In 77 perc,,nt. 9y contrast, 
ioil icarrification before, the rilnn wr:is practiced in 32 percent 
of tho) cano-, , while tracinrl wa3 us',,u In )9 pmrcernt and animal 
tract ion wedi)dI ng on 32 percent or the f1(1 ,i rlanu:a wejding 
continuoes to predominatn in the prnctilco of CPT graduntes. 
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In order to better adapt technical training to local
 
conditions, CPT directors began to demonstrate alternative
 
methods in 1984. Single-ox and donkey-traction were shown to
 
trainees along with two-oxen traction. Largely because farm
 
implements now available for alternative approaches are not well­
adapted, the demonstrations were neither veiy satisfactory 
 nor
 
very convincing. The donkey hoe, for exanple, was not well 
received because the model used at the C9Ts 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 are beginning, and are an important step
 
toward a more effective training program.
 

Despite 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 is
because the oxen pair can pull cart, the "star"a 	 of the NDD
technical package. The cart (as trainees were quick to point out
during CPT visits, and have been saying fur years -- see the
NDD II Project Paper) is seen as a means of earning cash 
throughout the year, while the potential effects of the improved
production techI fiues (if they work) are limite.d to a short 
period, and totally dependent on rainfall. In short, the cart
promises greater diversification of real income, hEnce the 
subsistence base.
 

Aside* from the above-mentir-iud innovations, contacts with 
CPT personnel and NDD headquarti.- staff most directly concerned 
with training reveal that the content of CPT hasextension 

changed very little from previous years.
 

The most important change in training since 1903 is the 
opening of village-level centers (also knoun as revolving CPTs):
Guessendoundou in 1383; (ongougorou, Kolbou, and Boumbounga in 
1984. To date, however, the changes seem to consist of form
rather than content. Perhaps the clearest ex,mple of continuity
between the curricjlum of CPT and village-le,,el training programs
is that of Gues3endoundou. The peasant couples tra ned during
133 were taught themes appropriate for cult, vatiorm of millet on
sandy soils. This was done despite the fact that most of the 
trainees cultIvate sorghum on clayey soils. Th1s agricuItural
training w-is largely inaprorprit, for the trainees. In cases 
like this, the villige-lval proqrams simply replicate 'PT
extension themes on a 3,maller scale. One3 this represent greater
fle Ihility in training? No. 

How can we explain the slowness of the NOD in adjusting CPT 
training content? No doubt there are several reasons, but those 
most deserving of our attention are the following: 

1) 	 The scaile and complexity of NOD: Too nany activities to 
plan, implement, follow up, ind ev:lmlte; 

2) 	 The nownijs of th, villagn centor ,ipproich to training.
It is a wlcome change to NDO programs, but may be an 
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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.
 

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

Contacts with NDD personnel reveal a willingness to improve 
the quality of training programs, and the capacity to do this i3 
evident in the org'qnization of seminars and more innovative
 
programs for NOD aid arrond-.isement-leve1 personnel (see section 
V). Now it is the turn of the CPTs. After more, than six years of 
operation, the production themes are still not satifactorily
developed, and the expected impact of their uso renains to be 
seen. In add. tion, knowledje within the project of the NDD's 
operational miliau is limited. 

RECURRENT COSTS OF CPTs AND VILLA!]E-LEVEL CENTERS 

The NOD currently envisions several strategies as a means of 
reducing operational costs. The first consists of increasing the
 
number of village-level centers in order to spread the impact of 
NDD without excessive increases in cost. Among other things, the 
trainees at the village centers will live arid eat at home, thus 
there will be no lodging and food costs for the project. In 
addition, construction and maintenance cc:sts are much lower at 
village centers, for only simply built houses are neieded for CPT 
staff. 

The second approach to cost cutting consists of asking 
villages that send trainees to the CPTs to absorb a part of what 
are now ND expenses. For example, beginning in 1 985, the OMs in 
the Kourfey canton of the Filingue arrondi3senment, where the 
Chiwil CPT is located, will contribute in kind or cash to center 
operations as follows: 

a Each Gm,1 
for food; 

will contribute 50 kilograms of millet to the CPT 

a Trainee couplas will provide their own mats, beds, and 
mattresses (this will begin in 1986; the 'igerion 
Association of Women has agreed to supply these once during 
1985); 

a 	 The GM3 will gather strew, millet and sorghum stalks, and
 
cow pe. vines for CPT cattle food;
 

in
 



a 	 In the case that construction is required at the CPT, the
 
GMs will supply materials (mud, thatch), construction labor,
 
and pay for a mason if adobe is used.
 

A third epproach that has been suggested involves dividing
CPT millet production into three portions. The first will be 
distributed to trainees at the end of training; the second will 
be used to cover miscellaneous 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
 
basis of 1903 production figures): 3oula, with twenty peasant
 
couples; and a village center, Gues:endoundou, with ten couples.
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 25 , of 
costs; for the village center, coverage amoUnted to 1[J0. Boyle 
conc luded that there was no potential for revenue ]ene rat ion 
sufficient for even partial financinq of center operations. From 
the view point of economic viability, neither type of center 

oap-lers to offer nuch .Having conclu,!ed tbis , -oyIe goes 9n to 
emphasize that tra ining center ; of' this kind have a very
important ro le to play In the de,.v lopmernt of more effective 
production methods . FinI y , he s3tresses thIe ne2d to look at the 
centers as training and extension structures and not as self­
sustaining enterprises, whatever the recurrent costs. The issue 
is more one of development policy than a narrowly defined notion 
of profitability: at some stage society must incur a social cost 
in 	 the promotion of development. 

A fourth attempt to promote self-financing for CPTs began in 
1983. NOD contracted with several peasants in areas around the 
CPTs to grow certified seeds. The profits from ,ed sales lwere to 
feed a CPT fund. Unfortunately the r 5sults of thiis endeavor were 
negative. A total of 2.0 million CFA francs was spent on inputs 
(for 265 producers on 471 hectares of land) of which the project 
recovered only 1.5 million CFA francs. 

In summary, N'JOD has considered, and In some cases attempted 
to implement strategies to reduce and cover operational costs at 
its training centers, but the results to date have buen less than 
satisfactory. If recurrent costs are to be met locally, other 
strategies will be required. It nay be unralistic to expect that 
too great a burden be absorbed by local populations.
 

11
 



CONCLUSIONS AND RECOMMENDATIONS
 

A. Conclusions
 

The foregoing remarks and those contained 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, -s has been repeatedly stated above, there is a need 
to better fnllow up and above all, to provide support for CPT 
graduates in their efforts to apply what they have learned under 
conditions of productinn that they know only too uwl1. 

There is sone dissatisfaction uithin NDO over the limited 
-,
i mpact of the technical tP n1,es aft Leveral years of prootion,

and there Is a manifest willingness to consider different 
approaches. Within the project's components and .t the level of 
the CPTs, efforts are being made to improve extension content. 

The effects of these chan,),e cannot be judged at present.
This is due first of all to insufficient time;. The heighthened 
awareness of the difficulties and endeavors to do something about 
them date from 19%3. More time will be needed if tihere were 
effective col lahoration within NDD, which there is not (see below 
and sections V and VI). 

Second, it is noteworthy that a very poor crop year in 1984 
did much to compromise endeavors to evaluate the impact of 
attempted improvements in extension and training. 

Third, the effect tvune..s lfa=y strategy requires effective 
collaboration within the projec-;. in principle the arrondi3sement 
coordinators facilitate this throuIgh Monthly meetings. In 
addition, NOD has organized severil seminairs in order to promote 
more effective coordination and planni, ig hese e;fforts are all 
positive, hut, ire insuff icient In them-,s lves. Ccllahoratlon also 
requires substantial Inte!rers t on the. part of the technical 
services, hut the degreee of this interest appoers; to !e very
limited. Thus, complaints about inadequat- coordination are 
frequent despi t meet In3 and semInars.
 

Let us surpo>, that alt parties to the :DO could and would 
cooperate as needed for the succes3ful pursuit of project goals;
under these conditions, several recommendatins merit 
consideratin: 

R. Reconmend'J tions
 

a) Single out those production themes that work well and teach
 
them as effctively as possible in project training 
programs. If the use of some themes is low, thLs be probably 
because thiy arn not effective, or becau.ve th,) balance of
 
risk-benefit is unfavorabla for the produuers who are being
encouraged to use them. 
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b) 	 Pursue the extension of a range of effective techniques at
 
the village centers in order to directly link training to
 
local conditions of production, and alter the techniques as
 
needed.
 

c) 	 Continue efforts to assure better quality teaching staff at 
the CPTs. 

d) 	 Strengthen the capacity 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
 
trainees.
 

e) 	 Continue efforts to select better trainees, but do not
 
confuse the cause-effect relation between better trainee
 
snloction and btter project impact of the production themes
 
are only marginally useful.
 

f) 	 Insure that t raine s uho occupy junior positions within 
their home 3ttInqr. are not con';trained from uising the 
production themee they havri lea rned (if they wur!< ) . The 
situation of uo,en is p;rticularly critcal in thi req;ird. 

g) 	 E It he r insuru thait wonen (-,in pla y .-I 'r active rulo (if
this i,; what they cier:,re) in cooperltiv , structur ,-s where 
they can u'3e their modest literaicy ,ki I I, or do away with 
literacy training for uomen . The r(qu I red chances are 
structural, not simply pedagoical: priority must he given 
to m,3ans of mi;< inl wofen ' litericy furic t ional. Until this 
is done, their interest in litrcy training will remain lou 
and the rjSultsi 'Jill continue? to t;,e poor. 

h) 	 If uomen's litcracy is to continue in the project, assign
adequately trai ned womern to t t tank, and take them 
seriously. Do away with the preoent arrangement of double­
duty as litrrcy in.strictor/folloij-up agent. 

i) 	 Strengthen the follow-up of tra~nee during and after CPT 
prograns. in:;I-,t on the need for service alents to listen to
and work with vl1a, er-s. 'Jithout this pa-in!3taking expresion
of )enie lot ?rint in prot)loeas of peo~it in the project
zone, ,ind in uhi t CPT ,rrdjaten do, the cred i L1lity and 
impact of NDO (except 1, a ,3ource of cart.3) will he litnited. 
Thi 3 	may uo t:ii most Lnport;nt reo ndad t Lon.n.rin 


J) 	 Explore way; for lo:I ropu Ilt Ionsi to contributn te 
op arational coitsi of the tr;aInIng) eont r, ut ,'J4Vn t3 ao 
that t he,y perc v, aYnd r cr: (11q .j p1:yofr from thnir 
contr i[, t Ion . r; i w,i y wIt the, 'e .i or ,o If - f I nin ing 
traiining centrn. 

:<) 	 Repond to r) U1euots from projtct zoni village for help Ln 
improving agricultur.il production. Consider tho 
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establishment of village-level centers in thee cases 
 only
 
if there Is an unambiguous expression of 
local Interest.
 

1) Consider 
closing several CPTs if the village-levul centers
 
prove to be more cost-effective as an extension tool.
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III
 

THE IMPROVEO TECHNICAL PACKAGE
 

INTRODUCTION AND BACKGROUND
 

Included in the scope of work (SOW) for the 3econd mid-term
 
evaluation was the request for the agricultural economist to
 
perform an analysis of the progress made in adapting the animal
 
traction technical package to the different climatic zones of
 
Niamey Department. The analysis was conducted primarily through
 
(1 ) t0c review of available documentation and (2) interviews with 
project, Government of Niger and other international agency
 
officials. The list of documents reviewed and individuals 
contacted is attached at the end of the report. 

Sometime prior to the U.S. Inspector General's audit and Tfhe 
first NDO mid-term evaluation (November 1902, February 1383),
AID/Niamey became aware of the fact that the adoption of the 
improved technological packarie (or components of the package) was 
rot proceeding at the expected rate. Problems in tha monitoring
of farmers dur inn the prevou ; 1981 and 19B2 seasons limited the 
,dit'i reliability and conclisions regarding package viability, but 

t1.was evident that farmers were not using all of the recommended 
1)r'Ictices. The First mid-term evaluation brought together a lot 
of information explaining why the adoption was slow. The primary
ittractlon of the package wa!1 the cart that permitted farmers to 

"frl.Qge in revenue ()enera ting activitie- other than crop
;ij:,oduction. Limited CPT field trials that same year by the NDD 
agonomist resulted in crop budgets that shoued, overall, lower 
rtijrns for the recommended bi-bovine traction package than for 
_l improved minual or donkey-based practices. (1) 

A second study was conducted in 1908 for a smll number of 
f-i rcrs using animal traction in the! F[ILnoue arrondissement. 
Though no statistically h, ed ronclusions could be drawn because 
of" the small samnpl, the riesults sugges3ted that the package W33 
no: b3Ing adopted and not profitable for F lingue ,('.) 

A report, carried out by F. Lobeau, I. Pattison, and 1. 
tFug ar of RONCO Corporation for the Agricultural Production 
Jupport Project, also raised serious questions as to the 
rofitability of the animal traction package and nitrogen

frt L1izor. (3) 

(1) 	Mary Abrams, 1903 Annual R-iort, NDD/Niamay.
M "rop in theMichael 'oybo, Enterprisn Budgets for Farmers 
Area or the Chiwil CPT". 19083. 

) Warren Enger at al, "Asnrismont of Agricultural Inputs end 
Input Delivory". RONCO. Nov. 1983. 
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At 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 Joint Program Assessment.(4)
 

Their conclusion3 included, inter alia: that packago
success--even if all environment conditions arf met--Is not 
assured; that a rane of choices or options should be built into 
most components uf tti 9arka,; and that the packa,]e dous contain 
some elements that can increas-)e yi(aids and income under certain 
condition,,. Through the use of hyrpthetica l part[,-l1 crop budgets 
they also found that donkey tract inn gjave higher returns than 
oxen traction at financial (subsidized) prices, while almost all 
forms of animal traction yield o.,of its inferior to tho'.e earned 
from the traditiunal .y:teieconomeic prices.at (unsuhsidLzed) 
The above overlapping and co ;plementiry stjdies formed the basis
for requesting ,jDl project mrnagement to show greater flexibility 
in teaching improved aoriculturail prictices, and to give higher 
priority to applied resarch. 

According to the 190 Revi ed I npiarnnertat ion Plan ("larch,
1984), NDD was to procure or produce prototype animoll traction 
equipment, testrzd and modified on farmers fields, that tilt imately
would lead to more effective, less subsidized, ma)re profitaile
packages for dry-land fairming. At the same time, the training at 
the CPTs was to be less rigid and include instruction on how to 
adapt the basic technical package to differing agro-climatic
 
conditions.
 

ANALYSIS
 

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

In 19R3, the agronoriist was not able to conduct any on-farm 
trials of the 3ame genre as those on the CPTs hcauas, of limited 
resources and time constr~int,.. Her contract ,xp r.d in December 
1983, and the project wa unable to rer,iit i repl coment for 
1984. Secondly, during the 19 83 season, the I1oni toring and 
Evaluation ,idv Lsaor 1,eca iie rxtensIv,.,iy Iuvolved in o,st'1t)l I hing
detail, d project goals hy divi1 sion ind preparing qu.trterly !r'd 
annual report3 to the ne loct of condjcting ai follow-ip'3rvey of 
previou,1 CPT qraduatos , or:i rqu(;nt,Iy , further monitoring of the 
adoption or non-adoption of recommended t ,chnical pickaj., ua:3 not 
accomplished In 1383.
 

(4) Ericson, Clark, Steadman and Aronson, An Ajo sm nt .f
 
Impoved A ricultural Technologies in Noar# thoca
 
Inmornational, Ltd, 1984, .
 

16
 



In 1984, a Nigerien agronomist, who was to have worked
 
collaboratively with the expatriate technician, had begun to
 
replicate all of his predecessor's 1983 trials and had expanded
 
the trials from four sites (1983) to 10 sites (19P4) when he was
 
shifted to a new project position a!3 Chief of Personnel. His 
replacement then arrived only to find that managing the trials at 
all 10 si tes was a difficult task hecau:;e of distance, 
,;upervision of ennu i,.ra Lors, and dtia volume. As a result, Farm­
based trials using the same animal coa;b nations were again left 
undone. 

The Monitorin, and Fvaluatior, advisor wis r,:placed in 1984. 
His replacement arrived in mid-June wi.th just bareLy enough time 
to start a survey o f the C T graduates to dterriin- which 
practices have been adopted. At the t[me of this evaluation, only 
very preliminary re1:sults of' the survey 3'erVaLable. 

The preliminary results are shaun in Tables 1 and 2. The 
first table shows the adoption of indLvidaal package components 
by arrondiss, ment. The practics iiosL widely adopted include seed 
sorting and treatent -ind thlining to three or f o.r seedlings. 
The fertilizer results were not yet tabulated, but it is reported 
that phosphate ferti Izer is al o in demand. The project sold 

.about 230 ton.s o- ,3upe triple pho,phate for the 134 season, 
!hICh tran.s;late, t a l, ,indajreia rar(n j[( from 29 0 0 h (at 100 
kj/ha) to 370 hIi (,it 30 kr)/ha), or from 1 .30 fIrIfers to 54'50 
farmers (at 1 .5 hai/farf.ier). 

The non-utilizat on of certain recomo ended practices is 
evident in Table I . Ovor 55 percent of the CPT grad,ates surveyed 
in Kolo, 0 un Iam, and Flliinguo used the tradit ion 1,me thod of 
land clearing and did ;,o .iechanlcal u!iedinos.. ik,:uis,, in three 
of the four arrondissem;ots 50 percent )r more of the graduates 
did not adopt improved varie*ies. 5ixty percent of thi firfers In 
three arrondis,;ements did not use rmu marking. Sixty percent of 
the farmers, however, weeded (manually) within 11-30 day after 
the first rain, and this corresponds to the traditional 
p r a c t i c e s. 

The exception to the low rates of adoption are found among a
 
few CQT graduates in the Say arrondissement. Here, row marking,
 

mechani:al pre-rain lind preparation, and mechanical '4eading are 
reported to be used by thi iijority of the staOiaires. dowiver, 
Thy had the sra .lea t siample ize (2;! p rce ls ) Fa r e r3 in Say 

Li ro did not u-3f? much of the HIMP early millet (rapid rvituring)
seri.ty. This variety wasr orig.'naly Int:,ndai to provid, an 

early harvesrt to ,,ie the traniton o,'t or the hun01y se1sol, 
but in 1913, b rd- devoured th o irIy c-r-p Ic au little harvuj't 

. i. v l. Sy far thug ippear to have 
had ')ood rea.on f:)r not using the HIVP v,.arity in 1)34. 

11, r i in 
ittlization of th, HKJ m1illet. Th t firsit. r:i I n aconei v,!ry early 

I -i yeiar, hut were not Iu ff1 cient to ";uppo thtj neud3, 

Tho 1 3 4 oo -i)aso in ,mdl I bye1/ r1usut.ed ;i different 

mt planted 
"'vrat rejp anL Ingn wore conlqu(ntinty texperincsi,, reltItnIjn a 
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Table 1 

Application of Recommended Practices on Filds Cultivated by CPT Graduates
 

- Preliminary ­
(Percentages) 

Land Preparation
 

Manual 

Dry plow 

Wet plow 


Seed Variety
 

Local 

CIUT 

HKP 


Seed Sorting
 

Yes 

No 


Seed Treatment
 

Yes 

No 


Row MarkinQ
 

Yes 

No 


Thi nnirS
 

None 

More than 4 loft 

3 to 4 left 


Mechanical Weeding
 

0 

1 

2 


3 

Fir_ Wgding
 

None 


After 1st rain,

0-10 days 

11-30 dayi 

After 30 rdys 

Kolo 


52.80 

32.10 

15.10 


52.80 

28.30 

18.90 


84.90 

15.10 


75.50 

24.50 


35.80 

64.20 


7.50 

3.80 


88.70 


54.70 

24,50 

13.20 


7.50 


3.80 


17.00 

64.20 

15.10 

Ouallam 


61.80 

26.50 

11.80 


32.40 

64.70 

2.90 


91.20 

8.80 


73.50 

26.50 


41.20 

58.80 


5.90 

20.60 

73.50 


82.40 

17.60 


.00 


.00 


9.30 


9.30 

67.40 

14.00 

Say Filinque 

27.30 68.10 
68.20 29.60 
4.50 2.20 

77.30 59.70 
29.70 19.00 

.00 21.30 

86.40 75.70 
13.60 24.30 

54.50 68.50 
45.50 31.50 

63.60 35.20 
36.40 64.80 

13.60 7.10 
4.50 9.40 

81.80 83.50 

18.20 73.40 
68.20 20.60 
13.60 6.00 

.00 .00 

4.50 7.90 

22.70 75.30 
63.60 75.30 
9.10 4.90 

Thn rro-ilti %rti expresd In porcentavi of techniques applied 
on illt 1r, f I :wlt ivatvd hy th- stoirlvir radunto. 
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shortened (growing), season. As the season grew shorter, the
 
farmers planted the HKP. The longer maturing varieties received
 
an insufficient amount of rain in August/early September to fill 
the millet heads out. Thus their yields were poor. However, the 
HKP variety, since it was planted later, filled out at a later 
(.ite, and rjave better yield results. 

Table 2 shots the combin;tlon of improved practics used on 
fields cul ti vIa ted by CPT graduates. The two northern 
tirrondissements--Filingue and Ouallam--have by far the lowest 
ratf i of adoption. Only 13 porcent of Filingue and 3 percent of 
Oj:i L1,ml ' s g radua te; c r ied to ,pp ly all of the recommanded 
p raictices. The graduates of Say repor ted that nearly 50 percent 
of then, ued mechanicial land prupa ration and weeding, while 19 
percent used all the themes except for improved seed (early
maturing) due to th'e reason- merntioned earlier. 

The preliminary data thus supports the previously concluded 
position that the technical package has not been adopted in its 
?ntirety. Conccrning actual proJuction, the 1984 drought, one of 
the worst in history, has greatly diminished any ability of the 
pr)ject to meastire y L,?l differences betwjeen package grown grain
Ard t rad it I ona 11 y grown grain. The survey results ( uhtn they 
appeair In final form) will therefore not be usfeful in estimating 
/1, Id Imlc),ct but .n y be indicative of adoption rates bOcause. all 
ot tho'! prIctic t'e inore or lasai performed bffor.? the no-rain 
'r)dit tion of August and 5eptumber. The exception to thi,; is; the 
h) IllcatLon of urea, which uas surppo!;ed to be applied a f ter those 

Other progres3 made in further 'idaptation of the package to 
S[am7y ODpartment conditions started in the fourth quarter, 1903 

'hen Ji,.er was) v islted by one of the foremos;t animal traction 
uxperts of Just Africa uho isi knowldgetahle both in on- farm use 
arid the technology used to produce the units. He was engaged by
'11M to examine the ia tional production 3ystem for fabricating the 
ir t-; "13 wel1 a- to o t'fer a dv ict on NDD-based trnction 

i *tt] b,;ck th training.-jtIon and i 

He 'uj of sted minor equipment modifications which 
elons.trated ImprovI,,d oqiipotent prformancii. Specifically, the 

1Pe0cial -t directed two blicksmith training itminars in January 
,1Ad Apr I /'lay 1154. The comtn-d tot.l numbir of pisrticipants 

1!'sedeI 0( 41. Ouring these, seninir,, oquipmferit w tried on the 
j ds and thI lcsi tswr retitjoed to mod If y certaiin 

p:rts (plow b1de, etc.). UIth th, "sodific at or0:3 in placec, thef 
(I, I pment wa'i ;191ain tis tI)d (ulronstr 'td) b for,, jtvtrnmuint

aTnts. In oneo c1st, dry, hard sc 1 which '"11 ..-sIj n.A to by 
'm ,rka~bi bof;Jri? tW,, ri wti5b r,ro,,j workaile4 i whein four-ix team 
.,r, hitcl-;tcd to a modified plow. The, ohject ,411 not to rpromotn 
frtv-ox team,, bt, to dernons trate thit tindfications (o inprove
Tl aqu ipment and tha t the b1 ick-mirths can b,- ued n-1 .Frt of 

o process.3 



Table 2 

Combination of Improved Practices
 
Adopted by CPT - Graduates
 

(Preliminary)
 

Code: (1) Land Preparation:
 

0 = manual preapration
 
I a traction-based plow
2 a traction-based plow, mechanical weeding
3 = manual preparation, mechanical weeding 

(2) Seeding:
 

0 a icoal 
1 = improved variety 

(3) Fertilizer:
 

0 & none
 
1 a super triple, or super triple and urea,
 

or urea
 

Combinations UMU-0.jl §A Ouallam 

(1)(2)(3)
 

o 0 0 44.6 20.6 13.6 31.3
0 0 1 4.1 0.0 0.0 0.0 
0 1 0 12.2 11.1 0.0 28.1 
1 0 0 2.7 3.2 0 0
1 1 0 2.7 1.6 4.5 12.5

1 1 1 2.7 6.3 0 9.4
 
2 0 0 2.7 6.3 31.8 02 0 1 1.4 7.9 18.2 0
2 1 1 13.5 22.2 4.5 3.1
2 1 0 5.4 4.8 13.6 15.6 
Others 8.1 11.1 13.6 0 

All the resulti ars @xjor93ssd in porcontagos. The results are 
Oesed on surveys of mi1et feldo cutivated by CPT graduates. 

176 parceli Filltnqj 
G3 parc, i -olo
 

22 Parc",!, - .)y
 
32 pnrc"Ii - tii1t
 



Also, the specialist's forthcoming recommendations for the
 
domestic traction industry will have an impact on future
 
i;luipment usage by project farmers. 
 Since the last mid-term 
,valuation, however, the project has not acquired othe - animal 
t r;ctlon equipmont for prototype tes3ting, nor has any testing
hoten cirried out at the farm level. 

Thu , 
r'"ources 51r 

the project was set back by the lack of 
that it was unable to move off of the 

personnel or 
CPTs to test 

Lhu package under actual production conditions. Had on-farm tests 
bhen c iried 
compromised 

out I n 
the (yield) 

1904, the 
re.5ults, in 

drought 
any case. 

would have greatly 

Furthermore, due to the turnover of the agronomist and 
av3ua tion personnel and the manner in which the surveys and 

f i-ld trials h;ive evolved, the project now finds itself in the 
position of having pe)rforned some elements of Farming Systems
Reao'lrch (FSR) jut without really defining the process as such. 
That is, to date, the project has not established a clear program 
of adaptive FSR. 

FSR consists of six distinct stages 

I Descriptive: Constraint Identification
 

II Identification of Improved Agronomic Practices
 

III On-Farm Testing of Potential Improvements
 

IV Identification of Unsolved Technical Problems which
 
are Incorporated into cStage V 

V Technical easearcai :jith Feedba]ck to I, Ill, IV 

VI Body of ;nowlodge for Extension 

The project. had InitLilly astmd flat Staqe 'I exinted in 
final form and used dpart'nent:-, anthro jolig ical and national 
agricultural data to desur i, 5tago I in the Project Paper. Stage
TI was performed, de f ac to, by the lnti oduct lon of the trictiun 
varIatIon eoxpr[ nont at the CPT! which of it. I fsoaF3 a modified 
Stae Il. The aimal traction IpercIal 1.;t in ,his ,ssessent of 
the In-ia traction induItry, jan addreIssi ng ,1 o f the 
f': tarn in tao V (I .e. , ow to Im)rovo ,o( ie,,o,r t (u a ity). Thus 
the :?roect has adv.a)nced in a ",sort of" F R mod w1hill a1)I along 
ti'hln a rconundd techV1Ical p.cka, (S , VI) . Th, probley
I thati no c*loar proco(1jr,,i nor 1d,1 t.Ific,t 

. , 

of ,her, (,hatLr 

;, ,) rJDO a* InrI tho; r"11 procy, j; h 5 !eonfor.i IL.,: (5) 

(,) Th i dot,itr-,,triot imply JOi tihoill a ' thit idopt full­
ei:-10 F5R ;ir o t-:i, but that It ihould hdvo 4a n axplicit 
warn a of thII diffearint t ie find whor) the project's 
aprlied rtn.rch nnd monitoring/otvaluation units should be 
Incorporat"d. 
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As a productivity project NOD's primary focus was to teach a
defined package while strengtheming support services. When it 
was
 
discovered that the 
 package needed modification, the only

improvements sought involved the traction 
 variations without
 
really taking a closer 
examination of the constraints. The

incomplete 
 1981, 1982, and 1983 CPT graduate surveys greatly

delayed the process.
 

Thus, although some progress has been made--the 1384 survey
of CPT graduaJtes; the CPT traction trials; the animal traction 
specialist's consultation--in the search for 
a hetter package, no
 
clear organized approach now exists. 
 One of the tasks that must
clearly be defined before the start of the 1905 arjricultural 
season is the outline of an applied ruse:Irch progrirm thit makes use 
 of the already exi,;ting information and research efforts of 
the other nat ionalI/intern;tional inst Ltutiors located aroundNiainey. The Monitoring and Evaluation Advior, the agronomist,
and traction s)ecialIst shouild work col laborativoly to define the 
extent to uhich ND should he directly involved in Stages :I and
111 (6).
 

POTE.NTIAL IrMPROVIEN1T IN THE TEC:HNICAL PACKAGE 

The current focis of package improvement by the project has 
been on the utilization of different Nigerlen-produced equipment.
During th courso of the ovailuatlon, It became apparent theAt
there are more :!ro'is of potential improvement than ju-it the 
choice of .quipment. F Iogivr 1 howti tho breakdnun of
technical ackage, not by ajctivity (clea;ring, weedIng , etc. ) , 

the 
but 

by technical jron . Any one uf these componntsi ,could h1 sIubjected 
to tosting. 'Jot on!"' shoiuld tnrt!r heb ;,rnet rin the#. viariot.­
types of equtp-ent, hut th. quality and feoI[>n of th- eOruipmeit
needs to t,# ,xttvi ,d a," wtll; theIl ive to,:k pirf-.1hi: ino mothod hy

and for CT gaduates 
 could he xim ned. Th,! It,,rnit onaI
Fertilizer Ov I op nen t Intittute! (IFU1) trlain h v, :shoun that 
the usie of calzlun nion[um nitrite producesj hiqher y iId' than 
urea, although It has' 
a hi thier per unit cost. The point I- thii:
the project oj 1d and should te oxptnrinontIn , Ith " lirger
number of existing "Improved agr momlc" p r )Ct ,(1!e alr lady
devkiloped on resoarch ititlons rather th0an limit Itself to look 
only at the various NJgir[nn-produced traction oquipmant. 

(8) NDO dons not nocoi3nrily need to untabltsh i complate FSR

iproger m. Once aware 
of the diff r'nt stages, it could borrow
 
potential ndaptive Innovntino or use studios from INRAN, ICRISAT,
 
etc. for It% own uias.
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FIGURE 1
 

FACTORS AFFECTING CHOICE
 

OF TECHNOLOGY
 

- Rain
 
- Soil
 
- Government Policies
 
- Social/Demographic Milieu
 

Components of the Technical Package
 

Capital Stock
 

- equipment
 

- livestock 

Inputs
 

- Fungicide
 
- Fertilizer
 
- Biological (seeds)
 

Skills
 

- Knowledge 
- Management 
- Farm Practices 
- Training/Experience 

Support 5tirvica5 

M Repair 
a Extennion 
- Mark ting 
- Credit 
m Cooperitivas 
- Input distributLon 
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During the course of the evaluation, a number of potantial

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 suggestions address the following components of 
 the
 
technical package:
 

* animal traction equipment
 

. livestock
 

* fertilizer
 

• farm practices
 

Equiement
 

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

2. There are inodel5 of animal traction used in other 
cuuntr i 3s that nay h;o more app copr Iate here. These
 
could be imported or tes"ted on a prototype basis.
 

3. 	Immediate minor modifications of the existing
 
equipment, includ ing the replcement of 
the weeding
blade ( ) Urcle'ji-by the "dent canadienne" for inuse 
land preparation.
 

4. Exploritury If!t:,In/uwjo of di 'ferent c;irt mod l13 (mono­
bovlne) inc lu-ni thec!anj i n - cu -rent center of 
gravity a1d rn ximn pay loaiJ. Fa 
r-n o r 3j occaiIonally
overloaded thlir carts rerljltinj 
In 	a stressed frame.
 

. A seeder/fertilizer spriader unit, used in 
 Burkina 
Faso, may h,,- appl icaale here. 

6. 	 A forthcol,n-r -1!port by Roman Imboden will contain 
information thl.t domonitraitls how an entire
cultivation unit can be produced at a cost equal to 
that of the- h-tfis doi ,, 	e. In othr wrds, the current 
product inn ;ytfori cin improve Itn e Ifflcli , reducencyv
it, crO-it rid -t thei 3,vm,, tin,) torn out hoittermatoirt-i', 1iouv~,!4, thl[i i-i , f,ic:t )r bio/ond qua-litythoe contro)l 
of 	riD. 

7, Introduction of ultrai-lou volurj o (Mi) ijprjyrir for
herbicido ,applicntlon (:#,j, below). Prototypo3t of this 
tochnolorgy ire rnportodly bolng tostad in Northern 
Nigria. 
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8. The project should explore making greater use of the
 
local blacksmiths for equipment repairs and initiating
 
modifications.
 

Livestock
 

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

2. Appropriateness of the current method of livestock
 
selection by and for CPT stagiaires, including timing
 
of the delivery.
 

S. Definition of minimum nutrient requirements to keep a
 
wor ing animal in good health.
 

Fertilizer
 

1. Recent trials by the IFDC indicate that on a per 
weight basis, calcium ammonium nitrate utilization 
gives higher millet yields than urea utilization. A 
study is needed to see which form is less expensive, 
since urea i:s cheiper than calciurm ammon ium nitrate 
but has a hioher nitropen los rate. 

2. 	 Phosphate trials have shown the usefulness of this 
product. 
although 

The project 
experiments 

has used triple 
show that over 

super phosphate, 
a certain yield 

range, super simple does equally well, and is 
cheaper. 

Farm Practices
 

1. 	The major constraint in cultivation is y lebo.._..or
 
time, but using Animal traction for weeding is the
 
most difficult technique to master. Can the ULV
 
herbicide sprayers be used as a substitute?
 

2. 	 Identify the major components of the project that 
yield poQLtvQ marginal .:ontributlon' and Interiction 
effects.
 

3. 	 Explore nowj practices, as mixing phosphate with seeds 
before planting. 

4. Integration of the technical package with 
intorcropping. At a recant IC&lSAT leminar, on-station 
trials ihowd that output fromn millet/cowpoa mixed 
cropping was grentir than purt, cropping of millet. 
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5. 	There is the possibility that cowpeas can be grown in
 
a pure stand as a cash crop.
 

S. 	What are the advantages (if any) of using ridging
 
(practiced in Mall and Senegal) 
on 	millet here?
 

7. Dry season activities such as vegetabla gardening and
 
diversification of rain, 
season activLties with bee­
keeping, etc. should be explored.
 

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

AGRO-ECONOMIfC STUDIES
 

While agro-economic studies do 
not form a direct component
 
of the package, they 
are needed fnr use in the selection of the
 
most acceptable technologies. Thu the economist (Monitoring and
 
Evaluation Advisor) will need 
 to continue studying package

profitability. In addition, he or she should consider examining
 
the following item3:
 

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

2. 	 IncorporatQ risk analysis in determining package

acceptability to farmers. Mono-culture versjs mixed­
cropping, the reasons for parceling and the effect of 
parceling on labor tims and package utilization, new
versu3 triditional variety mean and variance 
differences, if any, e,_-. 

3. 	 Closely examine cartage revenue. to detarnlie its exact 
level of profitability and the effects of increasing
district cart supply on thes. revenues, What ii the 
optimal number of cirts for a ]iven recgion? 

4, 	 Explor the economic implicationi of uslng ULV sprayer3
in place of tract on-baned wuedlng and eitimatd the 
impact 
of spray on poasoning certain weeds, previously 
picked by women for use In sauces. 

(4) 	 Based on an approximation technique, Niamey 0oaprtmont
 
rainfall hai, according to monthly meteorologicail data from

1951 to present, on a volume/distribution baois, shifted
 
from a .33 good, .33 average, .33 bad rainfall to a .0, .5, 
.5 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, Tropsoils, AGRHYIIMET, and donor agencies such as the FAO,
World Bank, non-government organizations, and the German. French, 
and Chinese governments, among others. 

There 	 are areas NDO cantwo where or should collaborate. 
First, ND could learn from the ;experience of oth integrated
development projects (and vice-versa) in terms of project
iotnagement, CPT operation, farmer 	 theexten sion, technical 
rmnckaoe, etc. The ostaiblishment of th2 ,experimental village based
CPT (CPT villageois) is the r,3sult of learning about CPT 
opration of 31 in The ofthe project Zinder. transfer personnel
between projects is an inforrial way of building upon other 
Projects' experiences: the current NDO agronomist had previously
beeJn the agronomist for a project located near Tahoua. 

The second area of needed collaboration is that of 
e-xchanging re arch, on-firm resul ts, and other ideas with those 
or n i zat ions, whoc alin is to remove the agronom ic/technological 

stralnt.; Sahelian17o of or Nigerien aricultur,. The two major
insititutes-, for this., around Niarniey, are ICHISAT and INRAN. The 
conutiltant did not make cont;act with Tropsoils. 

For'nally or infor,.ially NDD coordination with ICRISAT and 
INW V is not good and with the other in-stituitions Is probably not 
vJry good either. The principal reason for this is that the two 
k,.ey rOD people for research coodLnatiun--the monitorl.ng and 
OvIltiton AdvLsor and the head agrononist--both left the project
Oitlhin a few months of each other. th individuials had contacts 
in the other organiz at ions. The arjronom[i t was not rejplaced, and 
tI, ,",lonitoring/Evlu.tion 	 person irrived in late June inJu-t 
tirnv? to implement the 1084 survtey of CPT gcadJ, t-i. 1osit of the 
previo 	 s comnunicat.ion lin!<ai)e2s were thus brokrr. 

The cut rer t head of the N D ap nlied rese r.h division 
in it I a ted an agreement ("convention") that forma Ily es tab I shed 
link3 with the agronomti. dvi. iLon of !ItRAN. Likeis'., the office
ftr Aoro-'conomic 'tudiesi at UJINN initi.ited a "conlventr.1on1" '41th 
th, lonitcr[n,/Evalaontion Unit of NDO. The clonvention definod the 

t r 1,1rl (,acent r [tu t i on i, re.l; tionsi' I p-s and 
Ialt i.iJ7a:t - In/exchnge of resultsi bt,,,n tho tjf groups., In 

t:t ic,, ho eve r, it .a11ppe "rs t:,..t co lrlorit ion his boon
iiri,1, 	 TPNMAN w.s not aware, at the t.m, of the, Interview, that 

rt ' eI)[,i, n t fo0r tho( qr I irI tu ral eon1o1 1 I tproj ct r 
I-)(ni toIn /L val;Jat on) had arr[ved in June, nov t ad the,.t now 

ir va , on,(! to ;, t th,;m. 

The? lack of commun [cat ion nfn i tO havje b (n causead 
ri m:1rly hy th, chang, of per-onnnl and thn lnck of organizod 
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informal 
 (or formal) periodic meetings. The ontu,3 for oV!Jnizing
meetings should 
 rest with NDD since NDO, looking for the best
 
possible technical package compunontts, will profit from the

research done by INRAN and ICRI t3AT. In turn, NDD could inform the 
other organi zationt of the r05;ult3 of the innovations . Increased 
coordination betueno ' IAN and the Monitoring/Evaluation Unit
 
would avoid duplicitiv stiurvuy efforts as well. 

CONCLUSION5 AND RECOJfIMENDATIONS 

A. Conclusions
 

The objective of this section of the 
 evaluation was to
 
determine ho4 much the project has advanced in making the animal 
traction based technical package better adapted to the different 
climatic zones of Niamey. 

First, it can be !3a!d tlhat, aithough some progresi has beon 
made in the se,.rch for a rtto r p'*ck.a 9, still a well­1D lack<s 

The CPr-ba od tr Ia[-,,, cont .nued1 

defined p rorain for the devuelopnent of ,uch a packarje. !JtD is now 
in a 
project 

po iIt ion u;h re , if 
cuud ;J Me a lad 

cert 
g 

iln 
rm-ui 

:idjustment,3 we ci 
that unuwId re -ori-nt 

made, the 
nationa1 

and de par t in !nt-111api IIcld ,i ()no~i ' an-1Id f)ar 1nfIf) siyt 0 9' r ..seaPirch. 
tue /per I int ton i th 

varIe tt-i , tI t, Inovmne~nt of onie of thw- Iorvno , t n I maall j~
traction expert- of Je.L At'rici indicm jtr! that thu prcject inide an 
effort to ,3ea Uch for a hetter acay. Althoujoh it did not test 
any prototype eqi pmernt, it. heen icultwould havti dif to do so in 
light of the "aersonnol cha anl 110 4 drouotit.irls the 

Second, a number of Oxi:tin 0 innov'sttor-i can now be tested 
at the CPT ,nd f a r -' Iev 4 . Th.o uro j,!t: t a I realy hi' the
establIshed In fra 1trictur? and ain.ily lni r'uthndolo,y. Innovationi 
to be ts,ted -mi!;ht I i:1ude, Int, aIi I a, r-po th.-t b~ynr f-1jp nt h~io 
Lured in other -ont.r[,v;, J[.J " r Y!ur, nd poe (asrIt- cool 
ca sh crop , rld noro-)) ovin, traf.ot Ion. The forthcomin 
recommenda t I on ron the* r ro r t j."I t 1, f / 4i inli t r ic t . on 
expert on the donometic tract ton lndut ty ul . a have I mpaict 
on future equi,)mon t ,j!.usao- b)y the. f.',nror,- , This Imp.ict. 'wol not 
be felt for at least coiple of irs, h ,evr. 

TI-irti, ro~i !, rh 'J rlJ~f : elille(: u t tInlae t he 
northtirn 11'1f 0fo tno anyPpartin 0d trealtmnrl and 
proJi[f2te frtrtW -ir are ted 0y fr1 1pp o5oo hctn f d o
while In Si0y and othur~l dry lan1d ar'sjeeclay ),I-fonIId.Si are 

r 11.n, rAir t mj 1'/ !.,Ir;'oto.f 1:1;) : I-2O 

Fourth, "Pil't o llbor itAinn lhfl.t4 'I It!It d'W).'J Or 
projoct-1 IYAi-Ita 00( pin1ir tr ()[pll t?the el,' tahlI)I I h'mP1n 
toc onverin. -,, thert .1patUb,)o in ftlittLrrI" ~ t~ 
or effectivri commun icaiot It ni, T tnltbeqt; thtm . Ititqt1o,
Involj.id herty tav.n inninl hudqi(it-, tn ,NiQJ r ilino, thit toejrthtir 
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total several millions of dollars. 
 One would hope that soinowhere 
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.
 

B. Recommendations
 

Based on the 
 reviewed documents, interviews, and the
 
consultant's previous experience with NDG, 
 the following actions
 
:Irfl recommanded for current and future NDD operations regarding
 
the use of the agronomic technical package.
 

1. 	 The project should recotvnizo that the key to increased
 
farmer production is not in the development of more
 
seminaLs or 
new teaching methods (CPT-villageois) but

in making an appropriate and affordable technical
 
package, couplad with proper in-itruction and sufficient 
follow-up. If the project's principal goal of 
increasing cereal production is to reminain, the first 
key issue that must be addressed Ls the technical 
package. 

2. 	 Nigerien agricultrl res;earch needs to be explin,1d to 
include the on-fajrm ;earch for more productive m,.3thods
of raising crops. A number of poterntial :igronornic and 
equipment improvements have already been devaloped. The 
project needs, to define a farming systems research 
program. A detailed 
 list 	of some of new, untested
 
comrr.mnent!3 (for N4iamey Department) is fouid in the main 
body of tnis chapter. 

3. 	 The agrononic and agricultural economic research ui1ts 
of the . :zioujt national and international agencies need 
to de%4 lop butter linen of communicatton among
themselvti3 and with the project. Informal monthly
meetings should be establish,)d for cadre of the Niqer 
Cereals Project in INRAN, the ag',ronomist and economist 
of NDO, ICRIAT, r1iniitry of Plan (Proj ct Fvriltiation 
Assistance ), anI other In t, rited agonc !O . The 
informal nle(ting would aiio t, to 
holp str,,ngthen
the ties betwoen iom, orgjanizations that now have 
Cooperative memorandums of agreimunt, on papor, but not 
in spirit. 
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IV
 

CREDIT AND INPUT DISTRIBUTION
 

The improved technical package being extended by the NDD
 
project is based on the use of animal traction, chemical
 
fertilizers and improved seeds. The project was to heve financed
 
some of th3se inputs and set up an input distribution nystem. The
 
project also provides credit to farmers for the purchase of
 
animal traction equipment. Initially, credit and input

distribution were combined under one component, but the problems
 
associated with managing the credit system necessitated the
 
creation of a separate component for credit. In this chapter
 
credit and input distribution are treated separately, although
 
many of the project interventions and issue (e.g. cooperative

training) are common to both components.
 

CREDIT
 

A. The Credit Management System
 

Since October 1982, when USAID/Nigir suspanded funding of
 
the NDD project credit fund, there has been ittle cooperative

credit made available. As a result of tht Inspector General's
 
Audit Report (February 10, 1983) and actions undertaken by

project management and USAID, there have been, however, important

improvements in the credit component.
 

1.* Maneower
 

USAID/Niger funded and filled a full time position

(Agricultural Credit Management Specialist) for one year to help
 
thi Credit/Inputs Advisor with the project's credit component. An
 
important pert of the Credit Specialist's work has been to
 
account for and reconcile the credit fund account, which is now
 
completed. Moreover, the loan portfolio has been largely

reconstructed by loan contract. In addition, a Peace Corps

Volunteer, working with the Credit Specialist, has designed and
 
is starting to implement a computerized management information
 
system (MIS) part of which will assist both the project and the
 
CNCA/Nidmey in carrying out credit activities.
 

2. The Man sement Information System and Credit
 

Based un the successful project effort to locate and
 
organize most key credit documents, to obtain loan contracts for
 
many previously delivered inputs, and to straighten out the
 
corfusion regarding "missing" and co-mingled (project and non­
project) funds at the CNCA, the project MIS, given the caveat
 
that sufficient and on-going training takes place, should have an
 
extremly salutary effect on the management of the credit
 
component. For the CNCA, the objective is to give that
 
organization a tool so that it can put all its written documents
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in order, and once in order, this 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 gains experience with the MIS, 
 it will

"ask" for infora tion in different ways according to its needs.
 

First, the training for CNCA whic is planned for the period
December 1984 to Mairch i35 will Initially invoLve the "Chef'd Agence " and one agent, followc~d by the rimaininq three agents.
In brief, the obj.ctive is for all agoentsi to be able to do their 
own data entry, get their ewn s.,pecific output (by account) and
 
forms, and then go to the ficld prep;ared to use thic information 
output/analysts/forms in their creditnormal -ctivities. 

Second, to assist in current and future t~ilning, as well as 
in computer-user ne.ds, the 'lanagement Information Advisor 
will
 
write a user's manual in French for the credit component which
 
will cover the following subjects:
 

1. The system-care ind rn-intenance 
2. Programs
 

a. a listLng with typical output forms
 
b. all output option,­
c. how to input dataj
d. how to ,,,range files 
e. hou to get differ,!nt outputs
 
f. how to handle errors.
 

The above will be presented in tutorial fashion, in a step­
by-step procedure.
 

The MIS, a.s it pertains to the CNCA, is adapted to existing
CNCA forms and procdures in order to build on what is familiar 
to C JCA personnel. In addItion, the project has involved CNCA 
staff In the prep;aratior of the ill') credit component. Ay December
15, 1984, thi , conponent 3hould be reidy for presentatlon to the 
CNCA. Betweon December 15, 1384, and February 15, 1965, the CNCAwill have the opportunity to r act to the system as it Inputs the 
data which will ive Its field ag'ents timely and accurate 
information for their activitie!s.
 

An example of" the type of change which the system will
 
Institute I the a'iatiloaolity of loan information by individual 
borrower. At pro'cint, itgent- aro not writino individual 1 ricuipt3
for loan p:ayments. R theFt r, they wr Ife one rec ipt theto 

particul.ar -o purt Ilei,for a number of individuil rop,,ayyents.
With tho M5l c.rdit compoinirt, information mu'-it coiie h1icr! to the
systOm whl:h !ink-i ti1,. roc,,pt with the Indlvidua.l borrow ,, An
important honeflt of thls component, -i that with more., (.ccurate
infora t i on by bar rowfr, drve lo pped ouver t imo, the CNCA can bi 
more rl,-i njnaj I, bout 1oans ;!Js eek ingo 'ran ting and it 
ra imburiman t s, 

An aditional benefit will be the 
 time-onving featuri
 
offrnd, i.n., many 
 piriodirc raport, and paperwork acttvitia3
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will 
time 

no longer have to be typed, 
for more important activities. 

thereby freeing-up personnel 

3. Credit Guidelines/TestinQ 
2f ICA/NIamLy System 

Credit Activities4Adequacy 

The NOD project is developing guidelines for the credit
 
activity in concert with the CNCA, an integrated policy for all
 
levels of the project, i.e., CNCA, NOD headquarters, and
 
cooperatives. The credit guidelines and procedures are part of 
a
 
package that includes a computerized credit information system
 
(CIS). Once the CIS is fully operative, and CNCA personnel are
 
trained on it, test checking of NOD headquarters' CNCA/Niamey and
 
of field credit operations will be possible. CNCA personnel will
 
receive hands-on training in data entry, program operation and
 
output and its use. Verification of loan accounts in the field
 
(in a selected area) with computer-generated data will be
 
possible in January 1985, and will serve to validate the data in
 
the computer. Furthermore, this will be done in the future for
 
all six arrondissements of the Niamey Department.
 

With the CIS, the CNCA field agent will have a systematic
 
method of collecting money from farmers and cooperatives.
 
Provided that the CNCA is successful in entering the basic loan
 
data by cooperative, village (GM) and individual during January

and February 1985, the CIS should be ready by early March for
 
more complete field verification followed by CNCA Department­
level data validation. By Fall 1985, CNCA agents should be
 
trained in loan granting and repayment procedures, and the credit
 
information system should be fully ready to operate.
 

4. Credit Fund Agreement
 

On August 12, 1903, a protocol was signed (superceding that
 
of February 7, 1979) by the NOD project with the CNCA and the
 
UNCC. The parties agreed that the balance of the project account
 
(no. 33302) was to become a revolving credit fund to fulfill
 
cooperative credit needs in the project zone.
 

It further stated the various sources of funds which would
 
replenish the account, and that evaluation and management of
 
credit would be carried out by two committeos, one at the
 
department level, the other at the arrondisierent level. The
 
protocol indicated the make-up of the committees, their credit
 
management responsibilities and credit policies they would
 
follow.
 

The CNCA, under the terms of the protocol, agreod to sat­
aside f-am interest earned on loans, 2 percentage points for each
 
cooperative. The purpose of the set-aside money is to allow the
 
cooperative, which is completely up-to-date on its loan
 
repayments, to finance its own desired economic and/or iocial
 
activities. Four percentage points on the Interast nirned on
 
loans was to be sat aside for n guarantee fund. The first sut­
aside (two percentage points) has not yet been possible bncause
 

32
 



no cooperatives are completely up to date on loan repayment. The 
second set aside (four percentage points) has not yet been 
possible because of the difficulty in separating loan repayments
received into capital and interest payment components. The 
protocol furth-r outlines the means av;illable to the CNCA to 
force long overdue loan payrnent i, including cut ting off the two 
percentage point st-id,. 

It a150 St,ate' that accountinq for credit rpayment will 
take place at cooperative, arrond1'tMrLU(It and department levels,
that the NDO project will furnisih all nt ce3,3s'ry accouJnt in forms,
and that JNCC ijill continue to helIp coop,;tivi t mInarqe their 
inventories and keep current, accur itp r,.cords - until the 
cooperative-s jr13 Sufficiently' ixperi entv-e in th e30 o;itto r' to do 
them themselves. 

Finally, the protocol detai led the [JfJCC and CNCA 
responsibilities and procedures for accounting and reporting on 
credit and input supply activities. 

5. 	 Loan Portfolio ninagemen-t 

Varlia', inmprov,,ient-j haive been made in the past eighteen
months by 11D, ninely reconstruction of the entire loan 
portfolio, reconctli:tioon of the credit fund account, and the 
preparation of a c redit information systorn which, with 
appropria to traininq( :iid icc,.eptance , will streamlinc! and help
make effectivc CNCA '. c re#!d I t activities. Following are the 
principal improvea:untn noted: 

a 	 Between March and ,lay 193,, CNCA agents, ,JNCC agents and the 
project credLt/iput aidvinor canv;a!';sed t,,e project area to 
determine xh i t c onorjd I t I Ps w, r act,;illy under l oan by 
individuii bor rower , an d to cr I (ct uht t 'r on I l?' thIey could 
on lIon-s. The loan r.()p-inltl r'ito cl.imbd from 7fJ to 
oppro x l ,' 611 :it the end of thi jperfod. (3 Juno 3rf 
1984, the rp: nt rat, hid dropfpe to a]pproxilmtely 55i'.. 

a 	 Of the . 31 ' ,i] ] prvidd to t'h -!dit fund ind un Ie to 
be accounted for, a-i referenced in tlie I; -,andit (February 
10, 1983), 1ll of thlis mone.y now ha ben ,cu.untLed for 
either by be;,] under lo,n contr.act or by knowLd,), of" thetlocat'on of the, , q.i,1I;1,pnt d tttb ,td. Todaly,(7 ,371,8', or 
approx in t,.y 27,to-'I , (t FCfA r Yet loolnnot u)n dor 
contract. Tb a.viount Ii ,popro ,n ted by th, foil owing
equipment at tht follnuJnq tocat oll. 

a The crdit special lot )r,][rlvs that te,, projt:t dill .1,ucced
in obt,-inn, laiin cont 00nctsthF 11 ,772,)] 'fA worth of 

Irts 	 Fillniuit. 
(approxim-it: ly $; 3,)(1)) It Q1 11 h very d( fflcuit to obt.ti" 
loan contrilcts cus tho dJroutt ha;s' either dri von ther 
borrownri oit of thfi itira in quost in, or hal ruirid. red the',
incpob 1o of p, /In, Tho tilternativ, will thn tn 
ropo~jovIsion of th"i nquiront. 

donkey (: in 	 For the .',rv>'Un-n 1 , 21uIr 
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Table 1 

Amount 	 FFA Equipment Loation
 

11.772.000 	 108 donkey carts Filingue
 
6.079.000 	 102 donkey carts Ouallam
 
3.100.000 	 40 oxen carts Filingue
 
1.945.000 	 28 oxen carts Ouailam
 
3.100.000 	 40 oxen carts Kolo
 
895.000 	 other equipment All Three Arr.
 

26.891.200
 

Source: 	Richard Crayne, Rapport sur le Fonds de Cr6dit,
 
December 1984.
 

a 	The credit fund account han been reconciled fron its opening 
to September 30, 1984. All accounting transactions and the 
bank ri cordn3 ju'itifying the operations of the account are 
available in manual and computer form. One account for the 
credit fund exists, and i-,verified monthly by the Credit 
Speciali.;t. Since February 19B3, there have only been 
isolated ln3tatre:u of the crjrA creditino project cawih !3al1 
in error to the project crd!t. account. 

a 	 Under the crtd it Infcrma' tion co orl)cert (CI3) of tite MIS# 
loan information 1,-i ,Jvil,,jle by y,.eatr granted, principal, 
and project iha-e of the principal in the case of co­
financed Loan , e .)., equipment loan from NOD, animal loan 
from CNCA. Thu-1, NDO can justify to CNCA what amount CNCA 
owes the project. 

@ 	 CNCA field aqents nou have proper procedure s for accounting 
for 1rojec t cash il le-, throujoh numb, red reP-co ip t books 
bearing th project 1,11 Iand account nunr,'r. The raceipts
and receipt boo!K; t s d to rfco'rd tho rec 'ipt of c,]sh from 
coope rat iv!5 by agents a rei haio documeints wh i h al low 
transactions to bte traced. 

* 	 To cl,,ar up thi stttus of loan contracts Uetje,,n CNC(A and
 
coop',rativiii in-,io-Fir i-i :oturc of met,1rlals ii conceirnod,

K.F. Carpento r' proj ct-, ids phyilIcal Invsntory of Many 1'83 
pyrmit td the CNC A to di1s t ingu I 01h 0!? tw,0n 'i qr i ItIwr l 
input providaid on !own f rom projac t stock,1 wnd rrom UjNjcc
stock s locaiteod In projoct wt r(ihoutJs . Thti 3una-Augu t 1914 
phytiical invuntory maide tho distinction betweeon project mnd 
UNCC stock, for ill uarehouo-i. (Tha NOD proJoct w-jon UNCC 
w areh ou seiis rcas-1,nal I1 y .) 

6. 	L o n ,q nttU. 

In Opr n 1't'3, the CtCA/Niamay put Into pr'acticqn CaCA 
on l diroct IVi, itating that it would not lend to any 

1,'jj,,ritIvj whoio rpapymont rato has falln bUlow 30%. CNCA is 

34
 



largely abiding by its own rule, the only exception, being (1)
individual GMs whose repayment rate exceeds 90%, even though the
cooperative to which it belungs is experiencing an overall 
repayment rate of less than 9o%, and (2) those cooperatives,
which are maklinog a significant effort to repay during the current 
drought year. In the second case, those coopfer;atives will receive
consideration by the CNCA on the ir loin rIqeJ,;t, . The PICA also
has the nuthurIty to ,o e: equipnLnt rn uhich 5) rVo0irt have
been seriousily del tni, tnt in their repla.lyment,;. To date, the CNCA 
has reIpossssei-;ed wluipme nt onlly occasionally. 

Once tlie CIS I-i on strearil and occerj ted, CNCA should ha Vf
better control on it3 loan repiyment ic tv ties , have the ability 
to increase repayments, and have lou.r loan admInistrative costs.
It is too e-irly to tell how mujch per loin administrative costs
will drop loicais,e! CNCA does not yet have experionce vilth the 
system. Following are the riiln improvements, both actual and 
potential, noted: 

a 	 Provided thent the C!ICA rets all its basic loan data ente.:qd 
in the credit information system component of the MIS, and
undertako. the training which NDO will provide, the CNCA 
should, by June 11]U5, have control oveir its loan portfolio,
and know the itattu--. of its loan repayments an, of the cut-off 
date for 1loan do ti witry. 

a 	 A draf t copy of lonit reco}ver,1y proCedures! for CNCA has been 
written by the! fvejIt S:;r c!i;liit, and i; teoing circulated 
CNCA. P3y March 1035, the procf!dure. -hou 

at 
lite finaliz,,d, and 

training of agont- ,-i loan re.covery t,:chrI[nioe5 thoijld btiejin.The ta! I 'Irienit of the , procedury ijvj delayed tLecaut of 
the time r, es-ary for the £r-d t Spec ioi,1t to reconstruct 
the antIro project lon portfolio, to r(:oncil e the project
credit account an, to work on the '11(3 

a 	 For any ivon y ar, tht, follow.nqr Ioan ictivity p ro;odut'r 
and 1chodul: i,, projpoj(e-d by UN'): 

(W) Early October ('],:;tobr 1-5), CNCA starts to produce 
docurient!s 
 for It! fild aje nt for KoIo and 5ay
arrondisosrints , for ,tx4lp 1. !Jhi to tt,ont, 1r, c rovtrin q 
th*itj two ar nood I s ,*mt r t -i, th11 r o flI I nd r o~r thn
documo nt i for the tto ti Jrfourtrrondi i 	 tnoj-lt oof ttirl 
Nimly depfrt','n. :,(Id krby mid-OcatI~qr *.nd i I
agiint -i are In t h ti f ield tj t 1.1tit i inpiend
ob tai n I n 1oon r r q rinti in:s fir nvxt y o ir. F ol ow-up 
continiip,- ntr: 

(ii) ~Ari ! o(r I i r/c ov, r donr It Janu ,ry .y.

this t rs"t, GJl{: shto.ojltd hi.sve rocovered spprootinitoly 751 
Of th oto 1,; t r.0 . fi f rom thi t he rvv, t p" r Iod,I *n d
thu-i It (itI havi i fat r Ay , ucirlt4 rtljlynirftn. kt r) 

(iii) ( I) 64tiove mhoull provi o the faii fInalor 
granting of I rn-.n, I n FW) ribarY and M irch, ith 
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equipment/commodities delivered to the cooperatives in
 
April and May.
 

(iv) During February and March, CNCA deals first with
 
simple loan problems, followed by examination f the
 
more difficult ones.
 

(v) For the most serious loan repayment problems, the
 
CNCA, in April and May, threatens repossession of
 
equipment. This is the time of the year when market
 
prices typically are at their peak for agricultural
 
equipment as farmers are getting ready for planting.
 

(vi) During the growing season, CNCA gets its books up­
to-date, does internal budget and financial analysis,
 
etc.
 

In 1983, it took seven CNCA personnel seven weeks to produce
 
loan documentation by cooperative for field agents. Only by the
 
fourth week of November were agents in the field. Thus, loan
 
collection was less than it could have been, because some farmers
 
had already spent part or all of the money they had received for
 
their crops.
 

B. Transfer of Credit R.esonsibilty to C ~onlrativm and
 
VilU Grou s 

Within the past year, the GON notified cooperatives that
 
they will have to start assuming more responsibility for their
 
own operations. With the recent demise of the UNCC, cooperativus'

assumption of responsibilities will be mccelerated.
 

An important stop in an effective transfer of credit
 
responsibility to local levels will entail the training of CNCA
 
agents, since they will be the prime point of continuing contact
 
with cooperatives, and through the cooperatives, member GM9. The
 
CNCA field agents have need for additional training not only in
 
the use of the documents that the CIS will generate for their
 
field activities, but also in t-,w credit functions, how to
 
solicit loans, credit fund guidelines, assistance to cooperatives

in record keeping, and assistance in cooperative and GM
 
preliminary screening of credit applications. Toward this end,

the Credit Specialist will design individual training programs
 
for the five Niamey Department CNCA egent,, according to their
 
individual ikill levels. A senior member of the CNCA/Niamey staff
 
received training in 1984 at the University of Pittsburgh (2
 
months) and in Haiti (one month).
 

Training in credit matters on the coopar4tIv" level has
 
alrady started. A full cycle of traininj on credit, as woll s
 
in input supply management, began in ODc4nmt)r 1304 and will
 
continue until February 105. The cycle iq composed of a four day

orientation mansion, followed by an intonsivq nig weak poriod of
 
literacy training (reading, writing, and arithmetic) concontrated
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on the particular cooperative activltiei to be undertakr, and
completed by a 7-10 day period of 
hands-on training uith thu
 
documentation necessary 
in credit activties (collective request

for loans, loan contracts, loan repayments and delivery of 
com noditins with supporting delivery slip) and Inventory
management. The docu 311 tA t ion I I n simplified form, and 
expressed in lau :3 and Djern-i. 

The next traziining cycle? will start in March-April 1985, with 
a four day orient;ation -i,;'",ion for cool)er;ative otficers In the
principles of cooperative organization and ,hat the duties ofeach officer Th.i will themare. prepare for re-3sumption of the
training cycle once the 19085 harvest Is over. 

There is no a'5,urice it this tine thit the attenpt to
transfer credit manogoerent rtot ns I billty th cooper, t Ivesto ci.
will be stcces),ff Uhat certain Is that the isI. is proc,-is a
long-term one that will require susitained efforts by NDD and
CNCA. Regular train nr. and clOe fol low-up will be ess3ential.Given the availability of r, ;ou r ,;e;ind the magn I tUde of the
task, It !s strongly recoimended th,:t the projer.t bejin ith a
small nur)ber of cooperat [ve. The to fctLors to taike into 
account In s e- tinI t h:,-._, coopw!r;1tiv,, i re 1) their
underrtand Ln t. of r:1ponscooprat Lve lilies, ,.pci I y loan 
repayments, and 2) the ovai la)i 1ty of profitable under ta'< inos
thnt will geonciat. th. ' noce-'i'iry to repay the Inins. 

C. Lik li hood F Ir t 1 ,i trf Inab ilit .of -anql 

Thero 
 appeir to b)o two principal alternatives to

istablinhing creidit activitieq, rainfed agriculture in Niger.
for 

The choice b,:tueen thei 11trna t v,.) dpnds on 
the decision to

strike for broad devlornntil objec tives or to !ntaih 11sth a
well-functioning, flnanr,iclly rf-,.taininq crtdit Institution. 

1 A F rti. It s' Iut, ria. 

Thi ntitut ion, lii to toet h. hod lend sr",aIl I farmer ,
through cooprativo-, uojid follow the -iams ba,n!<ino p rocodure3 as
it would with iny cnrntj customer. Tho Custom3r would have to 
satisfy tho lendin ) in', .Jtit i, to his crt, it-w,)rthinOei, rliswillnnn ti-i-i and .'sbiity to ripay, his charactr, hii colli teral,
n (I tho fi n i. -1iounJnt ,s of the nctivity I wnnts to 
undar t6kt I 

Such .in Inst[tution would sok and prisumibly would hava lOU
loin ndm.in iLtrn .ion costs 4nd low default ritni, Iclu, it
woultd only ltnd to thli.-% cli4rnt (indlvidutili, coopor tl,o,) who 
nre jxrollent ,rolt risk.i, Furthqrrore, it ,nu1d on1t 11end for 
tho ) ot ilr.iidy bIo profitab14,,, or ,ahlh,col , activ es, prov, to 

d@monritr.ito (:n,:i,3'v1y that tht.y ,will b 1 0r.f t rlo. IriaI 
tr.ct Ion ,quJI nt, rIn mill , vi I q, . od Int; l)I f r ,i veo'Iotibl
g4rdonlng activitiev, for r tmiario, probt)bly ,if),jId not qiulify for
l.)nd111. The 
"bi 14h1& typel IctivI ti,) th.1t sucf, 4n Institution 
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would consider most attractive would not promote development
 
objectives on a widescale basis.
 

The advantage of such an institution, however, is that it 
Would be financially sound, run on strict business/banking
principles, and would be available to provide credit in the 
future as economic development proceeded (hopefully) and certain 
real opportunities arose, e.g., new seed, suitable animal 
traction equipment. It would know how to manage credit and would 
tailor loans to farmers in ways which would help ensure 
riepayment. 

2. A Subsidized Credit Institution.
 

If the decision is to try to achieve broad developmental
 
objectives, i.e., to meet a spectrum of farmer needs and to make
 
credit available widely, then an institulon that is financially

self-sustaining is unrealistic.
 

Broad develoqfnental ohj, ctive'3 meuan acceptance of high loan 
adi(nistration costs and default rates, at least initially. The 
basic requirement is to develop and implement a strategy which, 
overtime, will lower costs and default rates, so that in the 
lon ooer term a credit innstitution will becomo financially viable 
(.r at lo ast in good p irt viaihle) while in the shorter term, 
farmiers will h~ive been ho!lr d to increasio agricultural production 
and to incruase thair incomes. 

In brief, ho-i doesi this institution get from here to there, 
from unacceptable default rate.s and h!igh per loan administrative 
co;ts to low de:fault riten and costs? iow long should it take 
the institution tc, accomplish this? Is AID willing to subsidize 
what will likely be a ong term effort? !Jhat ;iro the 
developmental alternatives (in the sense of opportunity cost of 
ca tIt I J;e. 1red .soc 1o-.conomic objectives of the ho-.t country) 
to the u -3tii 1bi v ent, care and feeding of siuch a credit 
inntitution? 

It 15 instructive to examin, a strategy that an institution 
such as the CYJCA might follow: 

Acceptance that such an effort would be subiidlze-d for i 
very lonj timn, knowing that admini-trativeo costs will never 
be as low as- those of a commo-rcial hank and that a 10% 
oefault rate 1I proab ly the bqst thit can b,# expected. 

2 Vor a p,,rt iul1r ir,1() q proJ,. it(,.,g. ifO ar-'), must 
determ o, thie potnt-tal loarn volume, how mus.h int.oro-st wil 
be nro1ed fon the, loan volumni , I nd what Ar) arI, Mth 1eP 
initial defailIt rit.' will thej. The, lon) tr, objictive for 
th" crd t cI,.ar I YInt Itot ion, 1" Ihi Ident y IfIn th e 
3ibIi rJ y o 1r,fit 0. g1 ). irJ~r (I(I 4 t hr.1 to f)O\Bf 
PoS2Iillity of t frio Iatsin :i di roistinq fi~n loan 
adminiitrration co it1), i1 to b able to "lIve" oof tho 
intaroIt f"nertod, to minimize .thdefault ratj, ind 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 elements necessary to achieve 
(2) above would be:
 

$I 	 in the longer term, reduce the number of loans while,
at the same time, increase the average size of loans 
made to help reduce poir loan administrative costs. To
attain this, lending could only be to cooperatives ­
those coopratives in which kno,,jledgei of what credit is
and entrails has been uLJ1 inculcated, and which have 
excellent repayment records. 

b. 	 In the sel ction of cooperit ive3 to which credit woulId
be offered, the most important factor is the attitude
of farmers vi.i-a-vis credit and its attendant 
responsibilities. The effectiveness of the credit agent
in motivating the farmner to u-se credit wI3ely, in 
inculcating an ;attitudu of responisbility for loan 
repayment, as cooperative mermb'er, is ;also key. 

c. 	 The credit institution and the )overritnent nust be
serious about loan re.patyrnent. If either Ln'tituton is 
not serious, this fact will .;oorl 5! obvious to farmers,and they, in turn will dev lI,) the attlt, t that,(de inthe end, thf'y will not ha1ve to repay loans anny'.ny. 

d. 	 The CNCA, in collahorajtion with a produictivity project
such as NID) woold hr! well advisjed to start on a pilot
basis, selec t Ln those few cooperit [vs which come
closest to meet Lng the attitudinal and financial 
prerequisites :tfted above. 

e* 	 CNC A/N D i.,Js t d( t,!rrn .n! the amouint and t i ning of
re'bou oi (per,3onr,-l , n hys3ical, financ.l) n v- d,!d to 
admln iste r a pilot progrim. 

f. 	 The nead for training, follow-up and sperviiinn at t ,e
cooperative level wil be paramount in broth the pilotand future stage3 of tcui a prorAtm. F, ,,1lre to follow­
up on tr-linino and suiprv i ion, wh l, . oop),- r !JtIv 
off ir 	 I l nrrd op!r ,t n , ra 1 . , rehoion 
clerks, cri .o-1 hank man ger) sri l,.irln, and ,jgininr
oxperience will li;el/ result In .i la:p'i of a.ctiviti [t's
(from r,#!cord ,,p I ng to 	 nSu r in fd Ivi dual loan 
rapaymon ts ) )nd t:it: po-sshlb altty of thn demln-i of the 
pilot Or"'ort.
 

This a tr'st-,y rif ucsinq credit 'i ono tileotrinta of a prograr 
to attiin br oid v 'opent',tal ohJc t vj 1i long tori a nd is';10 d 
certain to 'Int-1n. - ,reat d,,.il or etffort to irri e, at q v inblo
crodit intt I tuton. Th11 ,i:cr)Sl r.t f,)r Imal .1rirmn cr. ditprograrni hni bee"tn oxtrtmly low. The anal yI. which Wuld 9o Into a dec iioIn to prrmr,,d or) a iumjdiI (Ir 'z (ite., ,1ht Likely
initirl administrative cost would be, 	 what 1inltinl default rktes 
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would be, 
 how much loan interest could be charged, and what the
 
opportunity cost of 
 capital uould be) would deimonstrate the
 
obvious result of not subsidizing the credit program - potential
 
rapid decapitalization.
 

r).Concl'i on3 and Reconnm ndations.
 

The credit area (as well as imput supply) has benefited from
 
a variety of actions taken by the project to 
correct deficiencies
 
in financial managem it and to provide a firm basis for progress. 
in brief, the contri-iutions made which have helped to build the 
project's financial manaqoern Lnt capability "3re: 

(a) 	 Reconcilation of the red it fund account and 
reconstruct ion of loan r .cords. These actions were 
essential for- any future jork. 

(b) 	 Improvemint in "ccountin), budgeting, reporting and 
the potential to do finans'tal analysis. 

(c) 	 As part of the project m;anagement inforna tLon system, a 
credit infornoatlo, system for both the project and 
CNCA.
 

The Credit Inforiitnn 5y,;tem (CV1 ), if used properly, will 
offer so veral im)ortnt b,-n,:fIt,-. These are general in nature, 
but do pertain to CNCA and NDI): 

a 	 Uill help improve the quality of credit management, and will 
ensure nore co'.prehen:;iv! supervision of omployees. 

a 	 'Jill provide na,, !nent th, means to evaluinte chosen causes 
of actlon and to mcake desired or necesary changes. It 
allo'11r d)QptIon to changinq economic circumrestnces 

e 	 Can provide rnan.lqoinent 4[th an "o,rly wrning sy;,tem", i.q , 
the me.ns 'J."th uhich to ltent fy credLIt prob I M3 before they 
actually occar. 

S'Jill Lmpo ,o the rational 5.v'quenctno of credlt fictivitie and 
will atlow for their tin,ely ,viluiat ton and for course 
correction-i, if nec,.sary 

e 	 Ii nutral in thfe 5,;,nthnst It Ii only ti iyntorn, which munt 
be ,d, pt to1 ejc h ,)lo ontij tion t,, l ond ,i(:r.ip ttd byI 
Manag,;mrnt, ra tAitr than a iolution -- hindod dowf'n ).13'd oJn 
What 	 uork5'?whre 

Tb,ti 	 C15,r. , ,d, 'a II nc r ela., the imotnt ;iid the,1 
iu.1 ity of tmly 11f i or,n vIavIvr1 to and CNCA.abla NOD The 

or n;iit on,. ri ttd ind .n.I y rd willI 11 o help in Il.innino and 
Ill ,red It o I it:y maiat . Fol lo,wIn, ,ir tho prIncip-1 futujr' 

1 aor 4 f-X1r f (ICt~1 r tth(Y CI5 
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a 	 At present, the NDD project and the CNCA can determine what
 
the status of repayments ts by cooperative and by

arrondissement. Once the credit information system 
 is 
operative ait CNCA, the CNCA wtil be able to delermine the 
following information for individual loans: 

(i) the maturity ard L',pe of loAn ( seasonal, medium­
term; fertilizer , agricultural eqotLpment, etc. ) by loan 
contract number. 

(ii) total value of the loan contract; principal (Pr), 
down payment (DP), and interest calculated of the basis 
of 	(Pr-OP).
 

(iii) annual loan installmenti; cumulative principal 
and interest repayments.
 

(iv) how much due at any giien date. 

(v) percentaje,] of princLpal theit NDOD project h~s put
into loan - in caiie'. of co-financing. 

(vi) ririmbur3ement rite by loan, by cooperative, by
arrondl.t m,nt --nd for the 'J[O project. 

a 	 By October 1, 1!)13 "1 (,NCA he able to produce thesihould 
status of loan repayrnont- for certain of Ninmey Department's 
six arrondi3;rmenrts . 

• 	 The CNCA uIll be abr, to preDar, a "credit inventory" of 
agricuitur-il- ,rlijlpment, ani na I ind frrtLlizer loans by
cooperatLve, and loan recovery dati3 will be able to be up­
da td as loan pi,menti come In. 

0 	 Uith trair1Jrnin Ln thei cr.'dit, Inforna.it Lon 3 y!;st,t and by
f 1ow n q tho pi'opo i,-d t:redit activity procedurs/ chedule 
outlined in ioctton IV. A. 1. for one complite annulil loan­
repayment cy: le, the C"JCA could ha', complete, ,ontinuin o
control ovor itn loan portfolio ad loan repalymont b)y May,
1986. 

0 	 With t! Wit,thertno and analyi of crdit data , th CNC 
will ;#et nn crainjly clear oictjr of coopr ittv, ind Gil 
ability to rjip, / . Thou h tht 1,linoir prograrnmIno modli of the 
input )supply ca-m ,onent oif ND0 ''S), loc;ition.al ar ilt'rat 
practic',s arind is wl0CIited ba.t-1 rB 1io(Id -IL Irt tor 
becom" rjvi 11 " Io Fro'it.dt (J, t u'j;ld t fjtjro ;ijronon~tc
Inform; tion will , o, .Nr:, to ,o n'v() .,:;urtr. ,))itjon, 
plnninr), to !%O rq b'rltte hank roeiort:tii natr 'I~os 
and waill hiil,, ;bA in It', r, ,,t r),l iro y nmmjitlon. 

Finallty , w~ i th irivor~il1 yo r i s '~ tip riiI i. nce1rt ro r I rl'i ririt 0 
tho crndl t inf orm,-it I on tw/) tori, the CNCA 'Jhotld b)n Ihl I to dtit.tct 
Ioar proIlemt tit thn coo(r,t ri t I v; lrvo1 bf orn th oy bacom a 
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serious, and be able to institute workolit procurei shortly 
after the problem identification.
 

Given, on one hand, the potential for better financial 
,anaogF1,mnent, and, on the other hand, the demise of UNCC coupled 
u i th the I naIdequa to anount of in stititlonal s1uppoit ( the MRD 
.ajriculturil services, UNCC ) ava .i a:ble , the stjccO!3. of the 
credit component uil] de:pend on what strater)y the NDD project and 
CJCA adopt. The limited :e-ourcos3 of NUDO, its experience to date,
and the proposed credit stratogy of the Agricultural Production 
Support Project argue for the followinj: 

(1) 	 a component initially a numbercredit ix..,ded to small 
of ieceptiv3, potent LnIlly viaa1e cooperatives. 

(2) 	 an ongoino training and fol lou-up program aimed at 
these selected cooperativ,.-s to ensure success. 

(3) 	 along w.th efforts to bring farmers into the money 
ecomomy, exploratlon of th2 po,;3LbliIties for barter 
as an intermediate step - e.g., millet for fertilizer. 

(4) 	 stress on the r esponSiblity th It cooperative 
membership i Including en has is on loannta is, 	 strong 
repayment. 

(5) 	 an under:stnLdino on the part of rJDO and CNCA that th 0 
principal buin o-; of CN(C' i3 that of ex panding the 
credit sys term, 'Ind of mnoking -iound loant.. Reposst!uion 
of goods and other -tron 0r m,rasures to ot)t In loan 
repoymcnt are la-;t r,!,,ortsi. 

(6) 	 considur est t)bi iih in') an Incentive system for CCA 
agents and the Cher d'Argjenco which will improvo th ir 
field p orformanc, ch a ';y-t, i should reuird gJood
performa nco tial )./ enourh to niikte It work, rnd tich ild be 
capable of 5 rnqo i I t o r'!d ;j tho r: red It s I tuat icn 
alters. For oxarip lo , -s t ngg the loan ra yran t 
probler i l rgl / solve)d th. CoNCA would 0h ft the 
financial 7nph i - of thte incentive nwt frosiuly 
reducinq defn,1its towalrd th ;ronotLon anl i)r.in1ion of 
sound crdit. 

(7) consider -,u:;tr;, the rqirmit for i sub t;int iii down 
paymont by thu horrower, . j onr,-third of the principall 
amount. In -,o doing, thi horrower wotwld 'avhive aitaiki in 
his inv tin, h .11o wou1l]d 5)rrtth ti-S ond 161 a 	 hlv? ng IOSe 
should ho 'et dfault. MorriovJr, in t.illmiinti wowl:l bt 
less, ii.' Inn 1oon rp;yennt eais r, lnJ the totn 1 
amoun t r J,?jrct crdI q f ~J! 1)i 1 t)(Ii (1 	 l vter01(1 1
further. 

(8) In the 1Alot f crcr e d 1',it e Ltn-iI -)n, ItlIt. cradit to 
thog n itomn uhich are cla I y profIttrj l for tho f.irmcr 

. 9. cart , fort11 ztir. Of ri the r.rodit r.omponont *t 
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the cooperative level is on firm footinj thiought can bo 
given to other income-generating activitius, e.g.,
vegetable gardening, cross breeding (and fattening) of
 
desert race sheep (e.g., Bali-Bali*) with local
 
sheep,and grinding mills").
 

In connection with and prior 
to Phase III activities, the

NOD credit specialist, 
using the CIS installed at CNCA/Niamey,

should help devise a platning and control system which will
 
facilitate the management of the entire loan process for the

Niamey agency (and eventually for -all of CNCA as well). He should 
suggest methods of collecting and theanalyzing information 
needed to make sound dfci sIons, as WC!11 as me of
thod,.s

conmunicat ing the deci s ions ,nd r3 u I t3 oh t -i ned to top
managemert. He can suggest tie kind of data for CNCA to use
deciding on loan policy, 

J.n 
but he can not determine the policy 

itself, nor should he. It is the well-designed system and its
informational components rather 
than advice on policy that will

help CNCA management make the right decisions.
 

* The Seguenega Integrated Rural Development Project 
(Burkina-Faso) located on the Mossi Plateau had good success
 
with thin component of its project. It was an example of 
2+2a5. The offspring of the cross betueen the Bali-Oali 
sheep and smaler local sheep had a carcass weight 
approximately 25% greater the than local -heeo. Mio i
farmers wore experienced in simrall runinant hus-iobaindry. Th ro 
were no problem!s of adap Lit1Jn by the Bali-Bali sheep to the 
more southerly location, thu. thi actLvity (,ihI[ t
Included a ruvolving credit fu iJ) provefd to he a ;luccoss. 

A*nother fieoleia~ IflI-j atcLLu ty that mvet ai~th iues was 
the inftollatiri of grind ir M1lls. VIlImf(, '3elctLon was 
carefully done o -i to n(-:o of' vi Ilaj! and a vo ida ncc of 
"market saturation". ryr tcnl ly, uomens' oroup prchasied the
mills on credit, ind hirud a man to opterate the mill ,tnd 
perform ba sic rnllnternrice (he rcei vFd a Mali fraction
(1/6-1/7) of t e price to mill any 'in qulntLty or qrajin,
plus sP lilaqe f rom tlio mill.Ino ,por ,mtJon). The h,d of th)e
women5 t oro)up w a'.I t ri ined in t,-.si z r o:ord ko pinq in d 
project pors.onnl fol lnod-Up frequrnt!v, lhileo, n of on 
village~, Ko ido Tmn q iiy it , w era *1JCG0snjcce ' 1 11 li ()h tha t n ft (1
two months or opor'ntion, riot only wotr,! they r op;t/InJ t)he
loon, but olio uith the profit thoy had ,uirnod, they 3ot up

own) i(on the ir an orroency lo;nj fund fron wi ich rnumbor.)
only coulJ borrow - with an intereit rit,i of 3%/month. 
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INPUT DISTRIBUTION
 

A. Adequacy of the InDut Distribution Ste m 

Project storage and transport capacity is sufficient to
 
handle the volumes of agricultural inputs projected to flow
 
through to cooperatives. The project credit/input specialist

estimateo that, if necessary, the project could store up to 1000

metric 
 tons of fertilizer under tarpaulins at NOD headquarters

alone. NOD headquarters has one 100 sq m building where 
 animal

traction equipment and pesticides are curr3ntly stored and a pre­
fabricated building of approximately 90 sq m which hag yet
not 

been erected.
 

The headquarters storage capacity question is 
really moot,

since the project has a sufficient number of operating trucks

(and a mechanic) to be able to 
move 70 tons of fertilizer per day

to nearby warehouses (approximately 40 kms from Niamey) in Kolo,

Hamdallaye, arid 
Goube. These warehouses will comfortably hold 550
 
tons (Kolo), 75 tons (Hamdallaye), and 75 tons (Goube). At no
 
time in the life of the project to date, has the project received
 
an annual order of fertilizer exceeding 500 tons. For a 
small
 
feet approximately 25,000 CFAF, the delivery trucks 
 (ex-Lome,

ig.) will drop their cargoes at the above mentioned warehouses,

the'reby effectively obviating the need storage at
for NOD
 
erdquarters.
 

At the cooperative level, the total storage capacity is
 
4,200 tons (42 cooperatives with warehouses x 100 sq m per

warehouse). Usually, only 75 tuns maximum is actually stored, so
 
that there is npace in which to 
move and operate. As mentioned in
earlier reports, problems of poor construction, leaking

buildings, etc. still exist. The main distrtbution problems are
 
not physical storage and transportation availability, but rather
 
receipt of farmer demand estimates by cooperative on a timely

basis and lack of reporting of inventory levels and sales. Timely

demand estimates will be the key to 
the success of programming

transportation and of inputs to
delivery cooperatives where
 
needeo, when needed end in correct quantities, as well a2 the
 
transfer of inputs between cooperatives and between
 
arrondissements as changes in demand occur during 
 tho growing

season. Both yearly 
 demand estimates and supplemental demand
 
estimates for fertilizer (in the early port of the growing
 
season) arn not received in timely fashion.
 

The primary objective of project management has been to
 
determine what equipment and Inputs had been actually 
 sold. The
 
lack of complete records and the consequent need to reconstruct
 
sales transactions carried 
 out over the past three years

prevented project management from being nlble to (1) accurately

asse*3 demand and (2) without the abilty to easeis deorand, tao
 
consider subsidy and credit availabilty as factori In the
 
as euumant.
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Training of UNCC agents was carried out in Niamey for a 
period of four days in June 1983. At the beginninq of this

session, preliminary training of UNCC arrondissement levul agents 
was done. The SUFMP Financial Managorrment Tea m assistuI the 
training, which entailed instruction in gatthering inventory and 
sales information and in making out the ippropriate reports for 
NDD to be able to a&sns,- demand. 

As a piliot operation, the trained agants were to have kept
track of sales and inventories only in the villages in uhich they
were stationed during July - October 1983, a time which 
coincided closely enough with the June-Sptember period of high
sales. The agents were to have reported saalas to NDD every two 
weeks during this3 time, uhich uoj d hive *iven NOD an eit lmat2 , 
albeit from only a sample of vi lag, , f d o.dn d. The terminat ion 
of employment of one-third of the UNCC agents at the end of June
1383, and the attendant demorali-ation of the agent staff 
effectively stopped this pilot opration. 

The report ng problam is compound. Cooperative inventory 
records tend only to be kept in thosie villages uhere there is a 
resident JTJCC a,)ent. ',eekly consolidation reports ,,ere too 
lengthy for cooperative officials to complete, and have been 
temporirily suspnded tint Li the necessary skills are acquired by
cooperatives. rionthly .-tock reports hajve started to be sent in,
sporlidically over t;it t four oonths, and these only by the 
n ore conscientious [ilUL agents. Delivery (of inputs) receipts
flou regularly back to NDO. 

The principa)l effort being made with respect to record 
keeping is to ins;truct cooperative level personnel in all aspects
of inventory management requlred in their work. As part of this 
training, cooperatives 'ill uork with forms, simplified in design
and written in Hiwui and Djer na. A perpet al nventory system for 
stocks physi,:ally held -t id headquartersi- in place, however 
the records. ir ! not ke!pt ip to datet? nor In sorio cases, correctly.
In the o;l.I Ion rf the ,credit/input specialist, the NDO 
headquarters wireahou:.e clerk coul benefit from three-four days 
of inten -,ve on:e3- on-one train.ng in the filling out and 
maintainenance of inventory records. 

9. Triin in f fnojratiia onnl 

TriInirnq for soooerative level personnml In invontory
manajumont .%,tarteo d in Novemher 1383 with the training of the 
trainter3 ( IJN[GC :1 r),,ents- ind Iterac, . erv ice triin,.s from 
arrond nsamri n t I d [ r t mf, n t I rf!1evls of the MinIi try of 
Eductstion). Thi -te cund i thr, I i,),! clk,3 9 oj ,p w.v i ot!1,, tr ilnoIfg p
which u:, ij i ,n,- teotr,, on January :id l-r;h, 1 0]4. Tho tnra 1n ing 3,1s 
aiinod it uar o, ,I,1's, s.i , , c? re!,l1 thire!.: na1nag(], 'vI : ( rd'jvrt V 
ntore mant tho,'1, wA -s no tooruro. R,portLdly, time, trnin 
cooporitivi offLci.hl, (provid nt-, io r tarLiil troanjur-,r3). Tho 
training pickage w-i- coinpos ,d of tho foloni at: 
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1 .	 Four days of exposure to the ruquirenents of their jobs 

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

3. 	 Seven to ten days of follow-up in which working
examples of the forms ere used to train personnel in 
the actual functions; of inventory management. 

There was no UNCC follow-up to the cooperatives theselves 
and very little reporting 'o NOD headquarters, because of a lack 
of coordination between arrondissements and JDD project 
manageinent as to the furnishing of necessary vehicles and 
 other
 
logistics needs. 

In December 
 1984, a second training program, similarly

;tructured, was started, It is planned to run through February
i85. Its audiences di!'fer from the first program in that 
:ooperati ve officers will instructed, but cooperative store 
managers will not be at this time. Training for cooperative 
officers is scheduled to take place at four central locations,
and will deal with their particular functions, the job and
reporting/record kueping requirements, and what other cooperative 
pr-;onno do. 

For 	 the warehouse 
 clerks and cereal bank managers, the
 
objective is to give these audiences exposure to and training in 
all aspects of stock management which will permit them to carry 
out their respective duties. To achieve this objecti've, the 
crtdi t/Input specialist prepared a trainer's manual with 
accompanying forms concerning tie varLous '1(:t'vi1(1ties of inventory 
management and control, ranging from order ing stock to 
mintaining a perpetua inventory with month ond reports. 5'les 
nd ca 3h receipts are also covrd. Th ( form!/reiports :iare 

p r,;ented in simplifled form 	 t and lani1 uage. Th (?y will be
ava-il[able to the coopurative in tiausa and Dj,!r,na iccording to the 
S.anguage )o ken of the area in whilch the c- operatIve and its

merjer GMs are located. Training 4wtll he iven iri two location3 
for the warehouse clerks ind in two othe;r locations for the 
cereal bank m;.naqers ipecitie y. 

This training and rccomp;inyilg nanual/for is Jill provids, the 
basic inventory, jales r ec e ipti necesJ:sary for NDDand 	 inforniition 
headquartor3s to exrorcise control over field inventorie-1, and with 
tho data in the linear progrtinng nodol (see serit on C), will be 
able to move, stocl<,s, If necirs3ary, h,:to,,en cr)o porat iv e and 
botw,3en arrondI,;sem, nt . 

Th Ie'4nn_ nj or thI next c oup Io t , t rI in I nr cyc lo i5 
tentntively ic;iiedul d for March or Aprril 1 5 .,it uhich tlme four­
day vi-si ons ar, plannod for new groups of corp:e ratlv or f icqrs 
to gi va thum oxposu r,? to th, rtiqu1rement1 or th"i r po-1t1toni and 
to propoar, thrum for tho next two pnrti of thir training. The 3ix 

45
 



week and 7-10 day sessions are planned for after the 1985
 
harvest.
 

At this point in time, the NDD credit/input specialist is
 
uncertain as to who will be responsible for follow-up activities

in the cooperatives thennseives. He Is waiting to determine what 
support anid resources CLUSA (a3 part of the APS project) may
bring in this reoard. 

In summary, the training prooram for cooperative personel is 
well designed and Is beino well implemented. As in the case of
training in credit management, the U-ipact of this training on 
input distribution wll de'pend on follow-up. Even If the trainlees 
return to their vi lee; able to fill out the necessary forms, it 
is unlikely that they will do unlessi there Is ousso contin 
prompting by cooperat ive offic als and/or NDD staff . In the 2ong 
run, improved supply managemnent by coopera tiv(es can occur only
insofar as villages understand t he value of cuopera'ive
undertakings and commit themselves to using this approach for 
village-level developonnt activities. 

C. Inventory Nananoment Szp!tem 

With respect to Inventcry management and cntrrlp the 
project expect-i to !haive a conputerized inventory management 
system froon the project headquarters level to the cooperative
level operative by June 1 , 1985. From the headquarters level, the 
systei will cover all activities in which there are stocks and 
flows of phys c.l items (e.g., agriculturea inputs, riutomotive 
spare parts). From the cooprative level, prpetual inventory and
distribution records, (;Impllfied, In laLus and Dj, rma) ,
supported by b i-annual phy sical Inven to, iE.;, jiLl he the, finld 
level ' s part of th!? inventory nyanagerien t s y term. Ti Is system
should hel;- project ana)enen t determine ippropr.ate t o,-I9 of 
buffer stoc'<s needed to offs-it t.h- l,1k of iccijr it demandestimate,11. 

An additional fact of the, inventory mn0,gomnt iy stem will 
be the capi h 11 ity to 'eve a;r ic1ultjrai inputs, ,s.91ecial ly
fertilizr, to wa r,.hoj si locat ions and o tw r",nt "''Tou-e, 
according to chan) ing of d,-iind. Psed thelee eli on .uvilahility

of some hIitor c.il deiend l tt couipld tth ag ronn Jicdi ta for 
v"riouj locetions (e., knoun offcttvne of frtilizor) and 
tranipor ti t.ion, eot -s, the project will ,', a cl, !!iic 1 11 near 
progr mm Ing mod-l to mov -tock ,o tha t f,r til zo r I :rva Iln I1i 
on a t lne I / bi I, wh, r I t 1,il1 ch Ive the ty, t rjvsu I ttS t thf 
low*j-st tran-3port t1on ind handling co t . 

0, Links i.th ,APwtProjct 

Oottan,)n th" projacts, ttio lInkanoo (both explIcit and 
implicit) nrti princip.illy in the arao of input supply,
dovalopment of coopormtivq mannqgment ikllsli and reoponit)llityp
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departmental and cooperative level training 
 and management
 
information systems.
 

1. 	Input Suppl
 

With the overhaul of the management of national agricultural
input supply proposed in the Implementation Plan for the 
Ao 	i.'ultural Inriut Supply Component of the project
APS 	 (I.

P7ttinson), AP5 would gradually 
 assume input supply

re,,iponsitJilit / for 
 a 	 growing number of viable cooperatives.

including those or the NDO project. During start-up phase ofthe 

J NDD estim tt.us of cooperatives' demand for agricultural
nript,; would be fuirnished to the CA. 

2. 	Cooperative Tratning]
 

The Implementation Plan calls for 
training of cooperatives 
across a spectrum of minajecnint areas, part of which will be new 
to cooperative officers, part of which is currently being

undert.ken by the NOD proje-ct for certain of its cooprative3.
9mirin 0 the start-up phd'3e of APS, ft potential linkage is that NDD 
1f oI t e a "ser v ic o arm" to AP5 for training of the NDD 

) erat i Je , which will hecone part of che r vairped a9ricultural 
! ri't 2.Iply 'iy t em. The t r ining of offIcer i and personnel of-,vtaiIn NDD cooperat!ve:; uhich I , currently being done arnd which 

i'0n of 

Pilttinf3onln "Impl .!mn!(tatinn Plan" I!s:
 
f' ('- thl' rl:.qu I f t!i the APS project as ouLI i ned In I. 

o 	 Coop iratives' understanding that they will be increasingly 
resp(nsibla for their own affair's. For example, the 
Impltmentation Plan (o. 15) calls for cooperatives to be 
respoisible for deo!bt recovary from member GMs and for 
payne it of sane to the hank. 

o 	 Coopniative officers' full understanding of their individual
 
roles and rosponnibilitius within the cooperative, 
 and vio­
a-vis thev arrondinemont and department level (including 
NOD hoLdgiurters -) 

, 	 Managenent of aoricultural inputs invurntorivs, and 
distribution (-jsilo, both cash and credit), using limplified
document3 in Hiu.sa- and Djerrna. Tli, asct Iv it Lsi b"w1ll 
based on intnilve I tter.acy trlninj f .ollowtidIby hnds-on 
work with documenti tion. 

The tr.ajinng und ,trikrn by JDO nhould ri vti I it brn!v for' the 
additionnl flnonc iil r .vrp,,cint ,k ill rqu I rament - of coopern tiye
l.idirihip called f.,r by the Implomintation Pl~in , 41: 

"Prior to AID/,J apo ruvil or thoo uwi rantov fund ftr i 
pnrticu liir r,op#:rat v , th coope r.itiv,; lnoan ;a visor -ind 
countorpart will ubmit AID/Nio,.r n,) 1III to 	 rojcted nd 
provlonnil twqlv ,month uopirtional stit-.mtent )r,wrid
wit_h th. r r r .tt o' n o thon t 
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cash flows for the period, includinLj withdrawa ls, 
reimbursements and provision for interest..." 
(p. 13).
 

"...the cooperative loan advisor and rountorpart will
 
conduct s'issions,; with cooperat vc mernburs in order to 
fami1larize them with the zonc)pt dnd 1,:.r onl1 bilI ties 
of operating a hank account". (o. 12). 

The Institot on-: I implementatinn schodt l (A) calls for 50% 
cooperative rbe in5 r rep roeri t, t [en by December 1906 on tha 
Manaoument Cramirtter of the "Socitj lixte," C/CCIAp interim 
successor to the CA. Representation as'iume-i certain management 
skills, the basis of which NDO i-i already starting to provide in 
its pilot traloin effort. 

3. Pilot Area,
 

The Implument -tion Plan calls for pilot 
areas to be selected
 
for an initiil te..ting and monitoring phase. Annex 2 calls for
 
cooperative msQl1:ction "... based on the highest probability 
 of
 
success. This coujld, for example, exclude art-is or Departments 
uhere ma nogtne n t infra structru o r potent ',1 I -, cons ide red 
inadequIte or fivori, storea i where it is viore advanced." 

v,,. I ihtve ,oa r, 

manatjement I nfr, t rj:u tiro;, 


That cert,,In NDD oop e ratI i 1,-j o advanc,,d 
1y vi r tIe of p ', st a nd cu rent 

training, I ano ther pot, ti.il link between ND) and APS. Obvious 
pilot areai ould includ, NOD coopuratives Jhich will have 
acquired o iagnuf,t,om, na 3k 11 ls by the time the trninin, 
component of AP5 conjj on stream. 

4. F nriric il 'In ojgomo ,t 

With roipect to the, CA, the Implementition Plan calls for 
s... 1,prove-ment-i to the; ianagyent system in the aruas of Input

distribution, inventory ,ontrol, transport planning and thn
 
Introduction of ft nancii.e ra're'tnt procedures to improve :ash 
flow and tightein control over fund's." 

Th !na',j)onnt Infor, ntlon System currently beingj Installe d
in tho NDO projoict, ,4th its financial management and 
logiitic,/iripijt iupply r. ni,,eient capacitits would appear tr be a 
logical rlourct to b, drlrwi upon to improve similar t:eas in the 
CA.
 

E. Concluioni and Rticom-.,ndntlons
 

Tho )rlnciil. cor i'non-s which c in b@ dr-iwn are that the 
phyiIcil inpfut :1i.tribution iytnt s adequito to the ti1k of 
Supplying inpjtj on . tm~rly Unnii, tind ttn~t th" proJutct ,ti 
adopted aj4:trrei(t iprahon Onht trilningo of e:oopor~tiv, lovol 
par nran n o I ntr irivrettry rn1.n1),j rto1t .1nj contrtol * Ths" wtikntt-i~ i o' 
th@ diitrIhuto,} iy4-tom is thnit I t i rin iaot ly itjnri0? 
it dooi not roco'lve duinind oitlmnti from ctoop)qritiv#, on 
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timely basis, and it is subject to re(e Ive latit n intit 
notification of additional input r lutrLrMent6 during the oirly 
part of the growing season. 

o 	 The project, thrugh its training effort, and the CNCA 
agents who will b soliciting cooperatives' loan ned- for 
the season, mu - stre .,, the need for early receipt of 
accura to demand estimates for inputs ( both for credit and 
for cash). Thi9 is key to the 1.Tao th workinrq of the 
distribut lon .syte tm. 

o 	 As Ind ' atd 1.n the roconwiond.ittons for the project credit 
component, fo 1lo'-up on traiininj andl supe rv iion at the 
cooperat!-',: ivel are key L tie succe3-s of the current and
futu re traiininf efforts. For trai ing, fois'o-up and 
supervi ion 0, hoi IJ cons,I t- hi r Log the bestpi rpos SD0 
(reportdiy thert are four f.airly well-qualified agents) of 
the recently une:nployu-d mJ: agent . 

With reqgard to the Ajriculturil Product Lon Support Project, 
one conn 4 des that the Dt) project would 5h!con!, the traInIng,
monitor irnj, and 01v 3t!ua t ion uppor t -rm to APS f rol, the 
cooperat ie !Qvel to the farmer. Tho CA, followud by the CCI A 
,Iru;,jse:i In the AP3 I ipl lentat Ion Plan, would undertake the 
phy s!cn *up,)y of inputs to financially viablery agricultura] 

o 	 VaIrIous DD cooperatives will have iad some traIning in 
credit rnd agricuiltural input mnnagomont by t ht! time that 
the APS pilot "iffort begins. The-st NDI) coopratives should 
be considered candidateo- for in:lud, ion in the APS project. 

o 	 T18 *JOO rI15S, ,ith It! t.ntIc and rinput iupply manaE9ement 
capp':.ty, should bo considered a potentially useful tool for 
tho CA and its successor oranlzation. 

Sf, 

http:capp':.ty
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LOCAL ORGANIZATIONS WITHIN THE PROJECT
 

Support for the activities of village organizations within
 
the project zone is provided by component no. 3 of the NOD. As

the 1983 Annual Report points out, however, "this element is more
 
than a specific arena of project activities: it is an integral

part cf the project's goals...to help village-level organizations

take responsibility for their own future." The annual report adds
that "unfortunately, this rather complex component was poorly

defined by 
 the funding agreement for the project." In order to

deal with this situation, since the 1983 Lossa seminar, or
two 

three 
 villages have been selected within each arrondissement for
 
development activities. This approach of NOD support for local
 
organizations is rather modest in comparison to the wider
much 

scope of NOD programs in other sectors, 
 and is oriented toward
 
well-defined, locally feasible objectives.
 

In addition, since 1981, 
 the UNCC has set up numerous
 
cooperatives in 
 the project zone. Currently there are 120
 
cooperatives in the departement, which comprise 715 GM3. These
 
local level cooperative organizations are now being asked to take
 
over management and distribution tasks formerly handled by UNCC.

The remarks to follow will provide an overvieu of NOD activities
 
in support of local organizations.
 

THE ROLE OF LOCAL ORGANIZATIONS IN THE MANAGEMENT
 
OF CREDIT AND AGRICULTURAL INPUTS
 

A. Establishnent of Coo eretive Structures and
Tratanof Coperntivo Members
 

Following the period 1901-1982 when the UNCC created most of
 
the cooperatives in the project zone, 
 th2 NOD began programs to

train cooperative officers to fill their responsibilities. A
 
trial 
 program was held in 1982 at Loss. and demonstrated that a
 
variety of national language accounting forms could be
 
successfully used by cooperative officers if 
the p:roper training
 
were provided. During 1983, personnel from UNCC and 
 Animation
 
were trained in accounting methods to enable them in 
 turn to
 
train cioperative officers. These services workad together with
 
the Literacy 
 service to train all officers h4ving management

tasks in the region's cooperatives. Currently (Oecember 1984),

four such training prrgr4am are underway in tho project zone.
 
They are designed to traiM and upgrade cooperative officr,, and
 
managers of cooperativq w4rehoumes, 
 store,, and grain baikse

Rather than attempt to train all officers in the project ton#,

the NOD is working only with ropreosntativos from cooportitivot

that have shown a clacr-cut willingnaos to learn In order to

better mrnago their oporations in the future. On this oasis,
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officers from about one-fifth of the project ,one (oopc r aIlvos 
have been or are roceiving training. These training pro grans, 
like those during 1 933, weJUL'P pruc!ded by sp fciai 
training/ upgrading programs for the trainur.i theInselves. 

The training of coopritive ofuiceI-, 1 Underway, but 
the task of prepriAtion ii 1rjge. 1.1ithOut counting the rtaidagers
of cooperative grain bariksi, store-s, and cooperatlverjarhons',
ofFicers numli:r 3h50 uhilie GM officer,,; total mnre than 2,1(]0. The 
training approacLh btiInt ust.ed by the, rJatoLnnl Litforary :;orPvi~c and 
the UNCC in conjunction uith NDr)L) p)eronnel is sournd, active, and 
grounded In anpiication. it includes Collective learning of the 
roles that go uith cooperaitLve po,.itions, and the development of 
the tooli r,?equ red to carry out the tasks * The training of a II
cooperative officorsi will tae<,! ieveral yeari to coniplete. In the 
meantime, sLupport and fol 0'J-up '11i he n ec e si, r y for the 
individualsj as; they work within th.. cooperativus and jr-idually 
assume gr':ater riesonsi )iiity for thellmanagement of local-level 
development ct iv itIe.). 

Concerni-i) thLe cur rtnt sI tuition of cr.?d It managemen withi 
the proje ct zone, it i t no t ,or thy tha-t by the force of 
circumstances, sione respon-;I billty has atready he,.en ihirted ta 
the cooperative-i. This; wuv]i cauted by -i 1aroe rductiorl of UN CC 
field 3oe nti 1)eginning in 1'3 3. Thus ntim ro s cooper at i vel 
already f 1n, t'i r;i Il ie, f ),ICed 'j[th 1('C-Ount op) toe r:ations 
complete, but feu arion the',i atre! prupa od- - t-chri i c A"1y or 
psychologically--for the transition to eolf-m,*nagent. In thtese 
circumsta'nc,, it i- too early to Judg,.e the effectivene.s of t l 
tran5fer of func t I on ,. In add it ion, vi Itl to sveral 
cooperativejs in thei project zone rovjveaifd -ihio-iitanc/ on the pairt
of cooperat ie m ,3-.s'rqto tatke ovor operatics thait h-0 been 
carried out by 'J';CC rigent-i for many yeirs , In the coop e ra'it iv 
vi tated, t, ueq of :11 accountin) mate r i .i xc ep t a fuw 
del iveiry vuchetjrior i see)m- t o Av~j stopp1e d .. thI thiie dt!pa rtutjre 
tJ NCC f tIld ntnt;. 

In n '1, e ts,th, coopo ra1 t ivo off ' c, r - 5,'od t o b1) tu ing 
ror dvice if n,)t ord,r r t,on t]ovel. An i n4 t,,ac,, of non­

irenburmrior)t of : loan discuss5ed in ono cont~nfrii1v, pray idea an 
in t'n¢c wof a 'sturition that i 'Wrobb1y u d ,-Ir ,de In the 
project zone, T ,o robl1 o facd by many cooprit ,us too thv 
cooprativ,yi i a or, il b)od/ -af) inlju:, mon, vir- jho a4ro !,heiInd in
loan roitb,bjr o, to their oan( ,it')otl. - s,ort inl too '-t :'-:-piy i 

hgh ir I (sVC1 1s if ta t hor . tY , I t ui it t)' ar11ti~d tha).1t Whenl 
coopo r , t i v i tion- :r Iibi u'a oxcotier, ai r-r tain t'ir :sho Id, the
wholte coopiriotlv Is f'tt off -on rur,'Jir lowni. Pu(o4, prictir1llY 

A v~s ,:j tb iiY:Ittrinai r OOy ICed u iat th4 
answor i j f r) Thrr Tij"at,epr, 1 .g a,r ( whoi prevnt 
durinr~~ ot r v ii i t) wh o I s th o f - thIitvrfl i 13 T, 0 tJ1(I j tt t ( i 1) "1 itt ­
tho t Im ) whi 1i behind Il t.ti latn p.y-itintlf w1, onrol( to 

orelso 4ny f i o~ v r hli o' to t 1 1 , 1,%Oln * n th 



meantime, the cooperative has lost access to credit. 
 In this
 
situation, the cooperative seemed to have even leos power over 
its member than did the father over his son. This c, n also 
illustrates the weakness of the "social guarantee" (caution

__C i e; see balow) theft has been u.ied for ,nurr than a decade as 
a mo.ans of intitirinog loan reimbursement. in rurail :.ra of Niger. 

While local cOl)opertjtives StrugIe to arrive at an effective 
answer to thf Luestion, the NDO and CNCA have begun to collect on 
outstanding debts instad of waitinq for the debtors to arrivo
uith the.ir payments in hand. In some case(s, ,whei l have2 been 
Cremoved fcon debtor's ox-cart; and imnprundc'd until payments are
forthcomlng. According to 11tJ rr 'onnel1, this st rategy of pursuilt 
and seizure is quite uFfe,,tiv : he r tofore poor payers have 
reimbursed their loan . 

There con be little douiht that the impact of this strategy 
can be s1gnif icant if the mea u o.j i re intentt!d r imarIly tori t! a 
teach a lesson to project zone popul.itons. (The -;trateoy proved
nece3sary due to the re.ults of an ineffective follow-up policy
by UJCC and CNCA in the past.) If, t)y contrcst, th 1 approach

0,omes rven an inforrial policy of last resort, we can ask
nurLelv ( s f it r- p resent s a step forw a rd towa rd p Iasant 3o 1'-

Irl ,!0 e nr t or -j movf a ck , r d tow.ard an I nog, of an i oprovident 
,;a-I n t r y. 

hv-ntionedThu heitancy above also expres,o: itself in tile 
fornulation of local-lv, l detve:lopment projects, which will be 
d incu,-s,d -:or tl y . The porspective among cooperative members 
concernInq the po'l 11 t ,Is for effectiv,. actions y can taka 
• ','v', to he vry im'i ted. 

In sunmary, tre transfer to locil levels of r,'Iponni'ility
for i- na-ge-ient of cirnit ,ind Input nanagejoent tak , currently
beInq nupported by a vairiety of '4DD traininq prograns , muIt be 
foIl ow jI- up care fu 11 by the p ro Jc aind p;art I cipa ti ngvery .Iy t 
tur:biic 1 5orvicecs. A, wt, have ar ued In t)m sectin or extonsion 
10 L)11 (-,oo Ie tion "roijou..tp" I-) not the n i debtJDO s se II), 
o: dat:l collction. It mu-it the nuch more )tupportve, aind capab
of, actvly helping coopratlve offic al- to fil ,i4th thi tasks 

. rj, bei nq triIn for _ va:r L of unantIcIp atedare ud -ind ai ty 

1 th?, kly enc oun t
r~ t hn a r' ta r 11i thout t iii tuipport, an 
~~sttqe innsfe.r Of mpni'lt will 0o~ campromiso'. 

f!. Tl 0iti ],.tr tt,, 

Tho nx~prioicn to dtetu in Nior dth the social gunrentqo as 
o 	 nnn of 1i ,jr .n,) redrntiurjirmnt of firm crndit under conditions 

t ofttre tit) t h n to ohlit2 to o f f or iji ,i for 07 

: 'I jny,* 	 . In -io tr of tgr -, ric'nt ction-s f 'J0) rnd CNCA 
,# rieu n 

b l t) nuditori IJivti ihOi tl thin' crod It 
r i I -4, iat '-n t)f o r o)j rt f Itrsqn t;t iondi r t,ount In g

iL- thtrocli -,it In pr')J@ct
: )rle will t *o inyart n) tr tho r0i mbij r -iotint ri ti i fur ferm 
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implement loans remained so low before the auditor3 arrLved, thiti
 
was in large part because the debtors poorly understood the 
system of which they had become a part. Expiaqatlons of
 
credi t/remburement requi rements were of ten not given , and there 
was a lack of routine effortt; on the p:irt of governrnen t aoent- to 
collect the loan puynta. Peat prodijc,r,; In the project zone 
are adulti .rid behave , sch, hut often find themueiilv es involved 
in development actir)ns which tliln, 1it th. local level "it l.et, 
vague and poorly followed up. 

As for the future effeCtiven( s of the -iocial JUara ntee 
there is little ,jround for optimism, hut two hypothese-s can be 
advanced. I f i n in te rven t 1 ion that pro v Ae? ini e r l as'i I stance on 
credit is judged by p,'a 3: nt prod'Ac,?rs to bo sufflciently
valuable, the ocial uiI 211sn - inte, 11 iy In el fecti ve role in 
inducint other coopierat ivo n-h, r; to p Iy on til, . If, on the 
other hand, tie con[;e-,;,j iji)nq) iinbefi rs- concernin, the p,.rceived
utility of the credit picrk.tae I-i not w, l1-developed, the nimpact
of the social ua ran tee on poor )iy(, r uw ill rema in nrl,11 Lb1 : .. In 
other words, without 'some forfi of "so- i, 1 I nves t t? n t" by 
coopera t i ve meroI 'r. r:o 1 1.o in c red Ita) t iv ity t!Ie p ro ran on 
the baisi of itsi piercev,'d uttity, y the o,:[ l t itr tee will 
have little effect. To a gr,t eixtnt, the presen.llce of this 
social investmtnet Aill deperd, firsit, on the perceived potent ial 
of the credit benefits to the aterid continuityinsur, of
 
domestic u)rOdturtion-cosjrnptIon(o.r). houweholds); and
unit. , 
second, on It!s perceived potunt!a I to promote the well-be inq of 
tho community. 

To closie this diScus31ion, it in nec,-33ary to add that the 
model of 5ocial control which is the bi;is ! of the social 
guaranteo i one of an undifferentIited, highly integra ted 
commun I ty Ti I model , poorly atdapt,d to thr o. ioo-, c onon')ic
 
3tructur,).; In the project zone, uhl ch. no ,.tte r how of ten tile y
 
ire jirrneouslytr rnferred to "tra ditonal", a)re4 c hanging in 
many respocts- -nd often at the ,xpon-,i of -3oclil olid irlty. The 
study of local organIzat oni In th, iroject zono schudul d to 
beg'n in Deceiber 1984 3hou.ld provid o valuable details on the( 
i5 5u01. 

THE ROLE OF VILLAGE ORGANIZATIONS I4 THE 
ESTAOLtSHMENT OF A DEVELOPMENT PROCESS 

WIo hnve :soon thot conmidornble offort is going into the 
pre*parntion .ind traiincm of cooporntivo mnmbers to carry out 
local. livml 1r);~mn.titIprojjct zonej coopV~rittvot3. 

:~ --(mI u i) ti , ; r r f-' - ri p a Ink 
pro~ram).'~uo'a'I7~. )r o-n ,or ohIr1 th,c. rh i )ra 

pr ()g t o -I lamwlIt th-1 -o 
a l,) I@ rqja, r t.moqmrtn 't' for the, 
of t I(, 'M'. *1V 1 si t m't ! ( ( ithalt AjiI 

thu:n to Ii md ianufa.u rnji t p:r ti 
kindi o f4rm Him~lr fit. oIo~romti hy th.I lJD. Thfl will 
@Mhanc tt-ir ma.,i.clty, irild w Il mik i it ot),i - iIo for( r I) 
tr Inoo to irquro notdrid reip.air, inl reprla,:tmt nt pnrts #Ithout 
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traveling to Niamey. The viability of this activity will
 
ultimately depend local demand for
on thuse Improved services,
 
and so far demand has been very weak; needed repairs have been
 
few. In 
 an effort to publicize the skills of these NDD-tralned 
'imi the, the project began a program of demonstrations at the CPTs 
in 1984. 

Beyond these training programs, the project has engaged in a 
variety of other activitis designed to support local 
organizations, These are described below. 

A. Villa~le-levol Devel-opment Activitie's 

During 1903, NDrO began effort, in the Kolla and Ouallam 
ar rond .,.mnt3 to promot,? v1i :iie-lc!vl development activities 
in the form o snall--ic.ile dry-'lea00 o irdens. Evaluations of the
first efforts in th ree- villaore, revealed that in two ca-i es, the 
vi l.l4mers did not urldr'stand hcni to carry on with the ictivities,
and that in a third, the vLiligers never (learly expris,.3ed their 

,:-ip t ' : ianifle,it Siml[.lir were begunde It? , enthu , i a.m. effort ', 
in the Filin(gue ,lrondI; t , but did not prohros beyond the 
initial 'italte id'e2ntifying for the rramn9.of village'.'t05i The 
' i tuwit lon of the ;a vi llage-leve prograns :3oens to h.vie changed
Ii ttle 9irbc' . 

hiu third qu:irter 1934 report for the local oranizatIon 
(Jpo)rt unit dot-:s not nention these ea.irlier effort' , bet it

Ap l-pr i that a-rrond-nermt-1,vrel personnel hav,. cont inuod to 
idetntif y candId ,ite v l. gi for :activitie5 thit renain to be 
sp fC i I d. 

IA1no durin) 1983, ind within the context of *joo Support for 
drz'y - ,eion 3! rden lrj, coniu,1 tants from CEPAZE (the Contre 
d1' chonqr It '. rom tnn de'! Artiansi de:- Zon a quiper) 
v o ted the r o jc t zone ind di Icu m.2d the o Oi ti Ii t i o - for 

o :,i l evo r.t I v itpi. In vii I . tnn t! 4 ay : nd olai 11.am 
. rrtndI) enrt . At tlle ti,,e", the V[larei cotacted inlic ited a 
n, d for welli ,ind fencing). rFPA61([ : 1'-o b, a;in a -itudy of an ox­
dirvInr at.j,r-i) ftIng -y-3torn for gardtin Irrlgi tIon, rnd ILt 1ts to 
' t.en oted durinr 1 334. Tho-ie offort5 c'ontinu,4, hut. tLht ro,-ults 
1e',-1:in to I),, ion 

'I. O et,rvition-i on thel Po i I t t. for the Tr.n-_ifr 
)VrT, ln -,rv-in't-- "o)o ni 1-71-7'71 toi ieI. n1,To"t r)'-'t 

t.o 
Coopir itt vii 

accept r,?-fron. 
ind [:ii 

)i It/ 
In 

for 
thin projrct 

dlv lp(,nnt 
zo ,, 
ict i 

irei not yat 
It 7e Uhi l 

roady 
it L3 

0, y to qen ril I ,rrrio , P fri I I nt;i!or rit i , f 'fct d 
1 -.c.1111 j #mI-i c) f.. ,on w,!) r­ l iJJ tr, I ttr 

It~ir81ett torurl onu :tun, la rts thota~~onim~iIItieof the. 1', q co;r.ron but 
i1 -,, ih r c prr of diTtr 1 t[tfi tt h .trg# rIrnloerrCtI) 

ra Jet,
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The evaluation team vi.iited three cooper'jtives--Boula, Ion I 
Beri, and Yerimadey. A 11 wore recommended by NDO personne I
because they werJ functioning satisfactorily, or becauie members
 
were felt to have a ,jood uiidr'standing of' cooperftive principles.

Our visits confirmud tlhat rei.nblur,en(nt,- wore stisfactory in
 
s ome and that kno ueci de rqo) o)tive p r inc p11 uIas
 
satisfactory In otlier'i. Onrct w 
 t, tep t, d to0 'n)jV1 from 
general .1ti e5 to s)pe c If i tr Los r qtIIirI I '. cou)e rat,Ie
 
! ionn, hoJc v v , the 7bn n r .1,? t t 0() Uf1(er to i ( EJ.
 
Several oxample,, LJrf ic.! .i sUpport for this idmittedly
pust 

qualitatLvu inpres'ion. In an effort to OvAOt* diff eUrnt points of
 
view, one of the team mt.m5,!r; ,r)opotd j di fferent -ytem of loan
 
reimbureenert to the perions. Wu coot ict,!,. Tij ent, leid the
 
possibility of ro tilhursiIng Lim t Ioin5 Ln ind (mil.I et) af ter the
 
harvest rather tha in cash a- is now the prLictic!. He os!<d thlur
 
to consiider ri possi;il Ity: itec'<in of the
one a iditionil 

reimbur1ements In kind until the next uIItiOv;t lan seasor. The
 
cooperative could the n cho 0,; to sell t aith a -LIoht 
 mirkup to 
members in order to cov'?r co.ts, or s,1i 1 it it local 1 I'kLUS in
 
ordour t.-)onax LinI z. the profit nir jI n t) the,er?cr, tive. The idea
 
behind the sj.etian u-irlily to explorl. th o itins for
 
eaisier looan ien~smnsnJI fir provlidinr o1Lte tor;11tttV 0
 
with a prof it, to be u ,;d as decidt.d by the cIoptr' tIv'!. Tho
 
idea, uhil. wasa ono, Very semdtoWopleJ prioir lind Often 

be a reaI di- -overy f,0r tho o 'ho 11rticIpt d I n the
 
discus!ion.s. It ss th'it the ideiold never b': Opopoi)ed.
 

A arcond - it:,tti t ILon a so tjntrIot e- th problem. In each 
vi lage wu v-site d, couperativoe rembers rumsred that thiy iinted 
a we]l In order to do dry-s'..son Jardnin. In ';ooll ris, they
vaguely 'nO.i thlt tho next 'Itep In -1foc.jr 10) th well Wia th 
preparation of a dosis Ir, but they wore not ,ijre wheri tho 
donsier ihold be -,ont. !n .iddi ton, the r,so.l.tton of lnd 
tenuro 1i.ues connoctud uith th: cho[ice if llc it.Ion f$'l th, rtp. II 
did not seom 1 l; t-let ) le,vl )lutonI.I r,!e villasr ilocal 

1ook #)d t o h i jh tr o',v ls o t't io r It> to Ia wton miI t. I--a­
it shou ld !)o not.'d, h.s bee.n t!,e c,? e for I vie-y 1orj t I n, 

Sthou t ).at , c. il.ltrat,oxagr, n theo- a tw ob-itlclon 
that u, v 1in tj Ai ie te oov e r sone If Io11 o r. i v S n lOvi 
popullioni 11r"e9 to taIk ( o VP!r I op1)o o t hen~tassj nod) 
!o a -Iavu v o, I p)i ,Yn tn tL[tIki,. rtF it, the)o njdo,std,, n o f 
inItruem nt, . I f) i t ntoo (I, / o ot r. ,m nbr' )r. tO e 
vary low. Ttiey do not ha'e, a e.',or nut ion or hot to Inovci froii thro 
ianayni1s (3 aii o lw' to tixpret-imid nriod-t on tho t),is ofr the) 

toa2llyit, t I ron to dfflI qith t, , o - . ,1 t fr cnm 
rnpitit Ion 'o - , 1 ir,.idA ".-Iori'l : (I 1jt I . , Lij ttr 
coopc rativrtt / , tv I ;rr o It, it InOr 0.i "C' o rrr'i( 

%.nj fi t ~ 
for prr)bItm r1 .tv)n. coop'iratl'jr. mtes i l.tn:d. Tire 

*ip o~2~1 rnt-: 0h!r f ) ri1swor 

reVf ,.tV yeot,, it I also Ios1 i that ttI'er opions hive bt#tea 
con iiqrIid, hutt ht h, rv:tur, i contrirint) h-ivtt 1 t kut 

d oo - e oy* r /i t"11p r st ud t r no- q~~I' jrjkid q rij- v 



In summary, better preparation of local populations will be
 
necessary if the transition to locally-initiated and managed

development ectivlies is to buccaed, This will require 
 more
 
informaLion, explanations, training, and retraining (rethinking)

to enable local groups to approach problem situations, and
 
develop workable soultions. Once again, and over the long-term,

considerable support from the NOD and technical services will 
 be
 
necessary for local-level endeavors.
 

C. Trainina of Rural Development Personnel for
 
More Frect~ive Support of Local Organizations
 

To complete the picture of NOD support for local
 
organizations, we 
 should also note that training programs have
 
also buen organized to prepare arrondissement-level rural
 
development personnel for more effective work with local
 
organizations.
 

Beginning in 1983, arrondissament personnel were provided

with a correspondence course from INADES (the Institut Africain
 
pour le Developpement Economique et 
Sociale). The Pan-African
 
Institute for Dnvelopment (Ouagadougou) also participated in
 
short-term training programs for similar purposes.
 

In 1984 the INADES program was discontinued because it
 
proved to be unsuitable and not advanced enough for project

training needs. Thus the pressing need to train nnd retrain
 
arrondissement personnel for effective development work 
 remains
 
unfulfilled. Without this, and 
some basic rethinking of their
 
Intervention- trategieas, rural development programs are likely to
 
remain at the level of routine, and the technical sevvices, 
soon
 
to become technical advisors to local-level development

organizations within the Development Society, will have little to
 
offer. We have already suggested that the framework for problem

analysis i somewhat limited among rural populations#, and that
 
considerable development is neededl this is also truu of 
 many

rural development agents. In both cases, there is a need to

change whet is a predominantly passive role into one that Is more
 
active and more imaginatLvq.
 

In order to promote a more thoroughgoing raflectton and
 
more effective preparation of rur4l development workers for their
 
tasks, NOD has organizod a *aias of saminars. Most of thee have
 
aimed to promote team-work, information-shring, and a more
 
collaborative approach among administrative and service personnel
 
to the implementation of project activities. 
 A third 6aminar,

held in 1904, moved the focus of intervention away from t;ia

seminar room to village% in the proJect zone. Thus porsons

directly involved in 1O0 program* niticipited as ustol, but in
 
addition, aeveral cooprativas from the 3y and Ouallam
 
arrondisamenti werg scsocitod in the 
 ogarcie. Thu seminar's
 
objective we* more than training; it required Partic pants from
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the technical services to work closely with representatives from
 
selected cooperatives, and to elaborate feasible development
 
projects on the basis of village visits, data analysis,
 
discussion, etc. Two aspects or this most Interesting approach to
 
training for development merit b ief commenc: the teaching 
method, and the prirticip-it.on of the govornment woIrkers for whom 
the program wat designed. 

* 	 Teachingrethod This is a commendable approach to 
traininq: it provides a direct association between the 
usual (and often predominant) in-class aspects of 
traninrn, and concrete application of principles 
learned.
 

* 	 Part'cLpatton of rural dev el [wL nt 3tirsonnnew It is 
ulortunate that a l rge number of the rural 
development uorkers in the project zone did not benefit 
from this training proram. n Inety-two percent of the 
depar tnert-1,2ve ' 1 technicali - o rvi ce rep re(en tat I ves 
invited to the -3erninar didr not 'itt-nd; 1aIf of the 
arrondiS-10111nt-10V U itervicr! iq n ts uoref! l)se nt; a 
third of tihe CPT director , -fId a Iui r t, r of JD 
headqu: rte ri 3ti f f a 10o ml useL, tht! projr im. 

No doubt Lht![r u:'r. 0 0ood roa;,on , for their atenct,, but' thihs 
is a lament;bl u s h ,.u1n(, foz the!,oe ,r the irdiv idlui:l, Who are 
expected to work with irid doliver tj&rJful advice! to popul;ltions in 
the project zone a5 ,o ;ntractel, tchnic.il ,dvi!,ers ,1 the tran-fr 
of dove lopnent rspon:3 Il1ty to 1ocli1 1 evul s contInuesc 	 The 
implication!; of theoe, itte.ndance pattirns for ongoing support of 
local or paniz:ltiorn:3 ).r1 not pro i 11ng, and considerabla 
improverent t i he, requird. 

0. Conc, nlrn the "]nst(ttutonnalizAtion of a 
Develon nt Proco siIn the NinmaX O.01pirtment 

During the third quarter of 1904, M. Ph. 9oyle prepared 
several uor! ing docrutint for NO'), ri.onr which wan an outline for 

bt hmeint In( proceSthe 	 a nbI of ,i 'oIf -,u;t1,n rur I dovol ment 
In the projtict Zonoe The paper ,Jrnmiria'iq pro ~r's to date during
the 	 firnt phvio of pr'ipajratlon- , andi 5wggtsrt- or oteitiion f o r 
the econd e. Jithnut ,oin into d't.'ill on th1 uleful think­
pi,3ce, -,verjl o1hv'rvition-; ire ~tha 

ConcetrInin thi flr- t phti-:ie or tlhi irtting up, we can only 
givye r ,-nitted e'phi i ,t thir --, d to p))r cJ thrI~ugh 411 0' thn 
I ta 111-ir:-:rt 11, 1 1n 3o YI ti , d1) ( fJr I t 4 1f thol I~cI I I Spoo!11ed up
to any degtroo, in'tl noco- ria-ry pr- p-ir.ittion- irti rritterj In orer to 
ha~ton tho t r i r)-*f -,k of oovtlopmtitn tu')rh It()c aoI 
popu1ltlonp, th4 -ccoi of tho 3vcond phe3avi may be conpromi-ed. 
y way of remlndqr, then, the firit phnoa Incltid@iu thi following 
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a) 	 Pilot projects;
 

b) 	 Training for advisers and officers of cooperatives and
 
GMs;
 

c) 	 Training of trainers who will be able to intervene
 
effectively at all levels of administrative and
 
financial organization within the region's cooperative
 
structures;
 

d) 	 Establithmont of a system for the coordination of
 
support activities from rural development and technical
 
services at the arrondissement level for local
 
organ.zat ions. 

To these stages must be added (a', we have already insisted)
 
the need to effect some changes tn the approaches to rural
 
development problems taken by cooperative members and rural
 
developmert woorkers, and t 0 support their 
 efforts to
 
reconceptualize problerms and solutLons.
 

During the second phase of the setting-up process, the 
presence of multipla and overlapping structures in the project 
zone seems particularly weighty: CVD/Gi; _/Coopirativ%; CLD/IJLC;
Sou5+-Prefot/.AD/OT[flA; Linje Mini-tr ,; Technical services. It 

,
will hc necs.ry ti) inir, thiat this3 proliferijtLun of' lev ,Is and 
s truc tur o helps rd th r than h inde rs locl development 

n.ti: tives . At ,iv 1raI eveis there Is considerable overlap
3mong functions ( e. ., CVJ(/GM/tradi t Lonal authority) and this 
iay result in confusion and inactivity. 

A last observation concerni the idea of setting up "small 
income generatino enterpris (.-s" wLth externally-provided 3sied
capital, ind the goal of prese(rving the capital in the form of a 
re!vo 1.inn developrnent fund. 

The threat of a gradual docapt tal izatton of the fund widll 
r01main until a process of .iccumulation is -iut into motion by
tht1 '? v I I aeqo dov finpmerint of'forts. It munt be rr!cogniz,!d that 
ds-plte tho ,nthusismt shown for thoie activit[o, icro S the 

!v,! 1opm!n t 5oc ty 	 the porsb~lts for capitala st r ic tur ts , 
Accunulat.on u thin rir. l ar s re o I imitadr., ,ry If the 
112 ,0 31::I,1:Jr C I' .LPT'J Itat inn prior -ss does, not )(:r4 , t h c hopo of 
Ir,-,]inning,nv v ti111 l iustlInin3, a Jrovelopment proceis will 
rema°, In .-a hop,: 3oritthlon diei~r, le bt ,unoi, l,. 

In ordtir f.or tfhote (Jev loF)rrtnt et'for t- to beij well-gjrounded
 
mrl real I-,tic, villior, iand rwrail d.v,lopmnnt par.sonnill (with
 

thr1) i 	h 1 f !sn otijt-11d oxport ir tI-i 1i~ cotn-idetred nroca-iry )
"r1ti lr r.irrtfwl]ly fi l no thIei ;)osiI IitI , f or rti11z I rr .1 rqt'jrn 

onth -ir ac~ ti~.Thi j .jotitd :il thei 101)( crpit.,11 to
 
mr ,-I. , ' n where riiki a1rti rtiducad, and
., miht ed to -tuet1rn 

10J~ p r ono te i1 hnnl1thy 1iv-j- fic tion of thi' ~u attiIirrc 
(h~h 1i nowJ ho.vily dopndnnt on rtinfrd ngricultural 

1.rojdue tion. 
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E. 	 Concerninq the Studyz of Local Organizations 
Planned for the Project Zone 

The 	 plan to study social structures in the project zone is 
very worthuhile. The r,,sult.s of the first sociological study
done In ragion, duL'nog 1179 were not very useful 'or the project 
because of an unresponsiveness of the research questions to 
project needs ( :ihich ere ra ther vaque; at the t ine). Finally, we 
will have aan opportunity to secure eluments of "ba.eIinu data" 
concerning the arfea in which the NUD a,.; operated for yiars. 

Generally s peak in , th ( issiues- so I ebc ted for study are 
reasonable and timely, and they reflect, perhaps too much, the 
obvious need of N00 to make loci! or,'janiz at £en.; work as quickly
possible. Fortunately the ivdiVidUJl who Wil (10 the study in 
collaboration with IRSH, UNCC, and the project's MonItoring and 
Evaluation un It, haz s, ns Ide rab I exper Ie nce with resra rr:h on 
cooperative ; tru tu re . The work plan proposed by U2IJ.AD should 
remain indic;ative in order to allow hin -axiinun flexibility in 
deve lo 1i ncj a per 3pec tive and m thodolofjy for th: ? situdy. These 
issues sihould he carefully di,;cussed uith the NDO director, with 
personnel from al 11 NDD conponents, and wi th technical ser Vic s 
concerned by the i .... Ing ttd . 

At the "m:iment , th, only iuqoget Ions that can bc made 
concerning the proposod study ,airo the f nllowing: 

a) 	 Project support for the study sh-ijld b concrete (e.g., 
provision of a vehicle), because it addresses important 
issue-i that ha}ve been neglected for too Iong. 

b) 	 Rather than give too much evmrph;isi. to the poteintial of 
"traditional" coopo.ritivc structure5 as foundntions for 
devi lopmen t s t r u r,o1i es It I- recamni onded tli, t the 
study iltio oxamnt! tho possihilities for booinn nvn 
developmmet pricss 1n the project zone 1s ii deSired 
by NOD. in other word , it should not b' .1-iumd that 
"trod itone l" -Itructure-i, d, c rI,wd by oblyervrnom., , 
as serou-sly wfl-ikitn.d by * ocIo-ocono-mic cha.n q)5 can 
offectivell n,'irv,. o: i hasit for the con-ttr rctton of 
"modern" -trc t.ur- . Ti' nd 1.h not ,) (Ie ri t13 
am ph aatI ta)t tl,# agrarlIn , IrctnuI the irojt.-t 
zone Are noiovV r" "trdot I ne 1." Thoy ,irti uiguti t up In 
proce ite of ch n ot(0 nd muit b1 ,lpiroached 1s iuch; 
not t tit't:c ont t tt, hijvInt) qlw-iIt I ti bsied mort) on 
I do,* 1:ition-i of r t rriI life th nn n1)-1itr vatI 1n o~renl ity. 

c) 	 Tht ia t iid y ir) I d o#x .1nrlti ag rononYic -1-i 11 ~oc I o ­
@conomlc(: ,,t, o in th proJect (In-1, t4#1eu1,o the 
davaIopm"nt i nrv tsied oy the ND) 1 intmatnty Iink id 
to 4cijrciItlr pr oct ttn, '10oV or PoorIy -o ii 
aspoct3 of thii I~rodtictionc procoi :irc tjJtrr-4tt(oci 'V 

0.o 	 ouqrW0L tht, contr4ry to thri 1nlirntioni of thq 

60
 



USAID scope of work, the changes3 in the projuct zone 
may have very little to do with NOD impact. On the 
contrary, realization of the project's goals may be 
hindered by changOs of a socio-economic order that 
affect project zone populations, but which have never 
been carefully studied. 

CONCLUSIONS AND RECOMlENDATIONS 

A. Conclusions
 

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

Preparations for local-level management of credit and inputs
 
ar moving along, but the effective transfer of responsibility to

lcfal. populations will take tLne. It should be kept in mind that
if -III ,joe,; (Jll, three yo:lrr, may ,.':i ly b5e necessary before we 
S (Q the bfgnirnn in of slf-m.iniqjeen t by cooperative 3 in the 
projoect Zon.e It cAn o hoped that in f our yeirs , enough 
coot;)e ra t Lve offi c r t uS 11 hav e boon trai ne(!d , u p )rad oif, rinod
foiled__~up thit elf-mranaijnent riny become a reality in ai large
,miit of the proji,,-: zone. Thi- i ,i an optimiiit tc scnario). rluch of 
thI i depetnd, Of' Coarse, on) the wil n~~i 0 f C0 j)0 ;1t iv Q 
~m 1!r.. In (Irdor to 11insu)rI thl,- r coont I n (J1!d I nte rest i n the
,J!fa I r ,they riwit reman~in convlced thait thero I-i a p yoflf-- bo th 
soc I.i L -ind eonomic.* 'Jet! ten'i-tf to add, ow~e that the payoff

i likely to 5e percoived in tornm of a crude model of"profit -ioximization." RPther, it is ltkly to b),o perCei vd
,Jit'In a context uhire continulty of' domeostic structure!s in more 
1 Ip or La F1t thIn oaxiu'wi returnn of irnvqtmoent-i. Ini other w ord5, 

t ifinaeeus t 5 !e ~,r :0 1vefJ by locall P or) 1u1a t i o n 013i ).
",oi th rn, .worth doinq * ut " ,'f-r.naJ,;lnt of ,ha t? T i I 

~IcatI quu-otlo thA munt beo adirt.i~ied by till paIrties5 Involved

In the proj c:t: JD t. mei<e r s tne t hn i ci i and
ff ; of s'irvic',, 

tie populrition-) In the project Zonr'.
 

Thu) t ran1iit I on of conco~rn to Invol joi norl t!hain theu 'i tes 
po.aiseont producoer-3 I, the Zone~. Arrondiii !mwit-Iovel ptir-onnml and 
oeven trm d it I onil iutior it i must fiicei ,up to the n ud to 
rfconc#IptI lJ : A (IvIlopitnt p ro h ir,1 and t hei r - Iljt' on-. To be 

, th uurI 5tuf/ orj10:at :,in I I I 14-i 'In willo; loca w)s 4., n1tn) f r 
,i wt i Ir t itI of t'In ih raitor Vtics or pra JIct 

:ui, "lotl trtijctu r.ini t it! c;anj t .ht'/ 11"! iJMlt4i-0o, nta. Thl 
f t )onS-~il d frtth r ti Ilp * th the r(d! 1J!' . . rf c ,j rrtnt 

th,!'I d.:bn ,ilOuit the~l r'Aral nliltt: * alri li1 to I),ittov ,edrtind
and,: dill with the '1 teaLc's p) t,.inti.I far ,andl obs~tac:le- to via,1~
r#4 ( oI t I th1poI 1tow tI o ­

an.I this re'~lJairei that tlii/ h), i:r~'il ly siajht'i mcif t~;!,jht otjt. 
odt) ier for thi i to . rilr,1 F :it t I, ati0.i1ytit:it t1ttl t - - Ci",l od: in on!,ointi coot.-itltt with tUiq -.ot:lftryilt1,4--i*t
 

c It , v or t't ProJct. ' 4i r,)t thlr@ y t.
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Surely the process whereby Nigor' rural poptiltion'; will t-Ike 
their future in their own hands will require that thoy stop 
waiting for solutions from above as thuy have been conditioned to 
do. They now require useful advice and support; not orders. 

B. Recommendation; 

a) 	 Continue the preparation of rural populations in the 
project zone for a more active and critical role in 
endeavors to set off a development process. This will 
require that technical staff und rural development 
personnel play a more offective role. The project 
advisors for coope rativie develop,2lnt, credit, and input 
distribut ion neod to 'ot together with the 
arrondissoment coordlin itors to uor,< out in approacn for 
carrying out thi-3 t: ovou'?r thte next teo yea.rs, 

b) 	 Continue t rain I i q and uprad . ng progr a n for 
cooperative officers, and efventua lIy aII cooperative 
members. Strengthen retioeirce!; for follriu-tJi) and support 
of these trilnirnq pror:ans. In order to bettr mersure 
their e f"f,'!c t i Ve n f 3 for pturpoest! of local-level 
manageient , Sot up a syten of ve r If I cat Ion that 
requires , demonsLro t ion of .ic qu i red Thkills by
coopti r,,At iv, off i c',rs to nerg obIr-, of tII , il ag, 
comnu Il ty -i I p-i-iJ n~j dovi iot ofa-t 1, i riural ,p 
project &jo rt . Accountibi 1 ty to m,. rlT)ter sJ of the 
cormunity is at ,,.%'it a, Ivlortant :ii theft to p)ersons 
in hirhor lo vln of pouor and ,uthority. 

c) 	 ContInueo ,roqr,;,:-, doestgoel ta n) a' the, reot or 
technilcal t rv i (:,o tiff to 0 1lf fer( tit ,ifp rOat.hti to 

dov-ilowiinto 1-and p ro,)r rr4. a tiopejr sue - t *- 1,1 and
ratraIning th; bl 	 to ip I Y, hrancia tI"artcipnts 

V0rif teIo 
link i) !)f,, t-.j# n 1 ,ai 4-n 4 vit,d pp Ion 1 O,c, eo 
t a,%t 0 arnd 	 h 144tn(01t) ?i fiiwI-b;Ik 

-iou}d 
a central f- itrt o: ,ll proJCt-5;i:.O, training 

prgi *n t )a t 4t ~ p',r iornne 4 hoI n t.u r~ rr-d111 	 w 
go throug'l t h1o ")4i(r1)1 ofr ueful '(1vIcI to 
project zone poi)iul tionn. If ti'uy cannot, in I%'t tlit 
they unoorgo morei tr~inin(. If their purfjorm nce i5 
still not it|tfactor, r.pl co, t i ,ind find otheri.
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VI 

PROJECT MANAGEMENT 

This section is divided into three parts: 

- a discussion of the overall context within which the NDD
 
project is managed;
 

- an analysis of thn organizational itructure of the proj­
ect; and 

- an assessment of the internal adrin!i'trative proceses 
used by the project. 

The purpose of this section is to identify the key issues 
related to project managment, determine uhether they h'ivo been 
adequately addrensed in the project doiign, and astio.s the impact 
that these issues have had on project performance. 

NANAGEMIENT CONTEXT 

Befor, aijissIng managemont perfor,iance it is nocisary to 
,otor, ne u!ether t hare are ,xternal factor5 that limit the 
Jec i on ma k inq opti on of pr,oJct nil, e I)n t . For the NDO 
p roJect there are two -ets of floctor-s. The fir-3t hzs3 to do with 
th, policy fr a ne1iork within which ,igricultur.il projects are 
Ilipiemnted in Nlotor. The kvy , ori ontn of GON a,)rictulttur3l policy
A", it relate!4 to the NI.) projict atre the following: 
1. Th eo,ricj:,,] trni i ),mt ,l.~ y ' ter . AI 1 ,1ericultural 

iIPutS .,re dIitriuted !by the pshl Ic -,t tor .nd:111 input 
that ire not Ir ,orted atre produwed In the public sictor. T,
project do,. 'jt hiiv tho, option of ut inj thte privitf tictor 
for Input ,ruductAnn iind dl strihution. In .tldltiofl, ai'7o0t 
all aoriciltsjril i,'Put-i *irtt sol d to fI r' . i * highly
*ubiidti,id prl::e, . Tho risto of !ub-iry im -,tt ever.y yemr by 

The r ,)1' of loc:.il or, rilnnitionn. 9O,,!nnJ1(i in 1i183, the 'JON 
pti .do in c r vsii in t role local",15 1y1r the Of 

orgjaniintion3 I n tht sjri.l dovolom ,nt orot.ri . For JDD this 
' nt that tth orojact hId to 'iAopt .1 5trritity Of 

,- r thi t th-4t ofth i, tn 4ny nets projr.im hit th(I erffr:t 
ncrtiuj r nrrqt IJ to .iporovodtr. co-4. vtry ttlI to 

4nd~~~~~~~~~~~~~~~C 1)rojt fi-r M$rJ-~M$4.:tm.inroati 

http:projr.im
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4. The imroed technical 2ackage. Although NDD was 
 not
 
spedci fi&caIl y instructed to extend only one technical 
package, the only technical package that has been 
effectively supported at the national level is based on 
 the
 
use of two-ox traction, fertilizers and improved seeds. All
 
extension agents received their training based on 
 this
 
package; virtually all of the equipment manufactured in
 
Nigor was designed for two-ox traction; and the national
 
agricultural research program has been focussed an ways 
 of
 
improving that package rather than finding alternatives to
 
it. 
 In the short run, NOD had no choice but to disseminate
 
that package. The extension of any alternative technology

required NOD initiated and financed retraining of extension
 
staff, applied research, and modification of equipment, with
 
essentially no support from national level institutions.
 

Overall, the CON policies with respect to agricultur4l
 
inputs and the teconical package had the most impact on project

performance. The input distribution policies adversely affected
 
project implementation (quantity and quality of inputs, and the 
timeliness of delivery), ano prevented trie project from 
accurately as essln. the viabillty of agricultural inputs because 
artificially lo- input prices distorted farm-level decision
 
making. Also, the picke e of' Improved technicil practicet has not 
yet boen adapted to the projsct aroa. Uith more CON floxihillIty
and s,,pport in this Area progreis could have boon much ijreator. 

A second 5et of factor4 over which project manatement has
had no control concerns the uo',eral Institutions that are
involved in the implenentation of ths project. Tho Institutional 
context witlin which this projoct h4% boon itnplemjntod h:s had a 
much more nalative impact On project performanco than tkie policy
framework. Thl in3titution% that :ivo the moot critical roles in 
tho implment4tion of RO are: 

USAJ'
 

'Ministry of lur.il lovolopent (,l0O) 

The ',)ort-nnt and Arrainjisiomont level aIjtitlfo 

Tie 0-oaton-oe tejhniCal %#r4icoi 

To th# oetont that thoo or(lanilationq have difforent v~iw 
and rtlorltio* wth respoct to the NOD Project, grojeot 
an4,jo-iont Is limited In It* 4nility to Intjnc firoject 

o r t 4ri I 4 n% j -* i tlio -,ejoct li f'frr cans an y 

ol thtp~h !iAltI ' ,j' Ito t1-.1,tic1 th ~ i 
ovorill i3,tjn of the p-oject, i.e. #d th project rate', the 
Onh - - .Pr to In9p4rt tarhot:tt 4§ in oniJ4ttetn itit n.4aily
conc,.r-ieta iithtiho wqll LIho tfoje~ is bing ielmontilt #~. 
tho delivqry of input** tho ac'rhIeve-,Qt of out"itjt tar' Otlf i#R 
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the implementation schedule as presented in tho project
 
agreement. As long as the project does what it is supposed to do
 
more or lass on schedule, AID is generally satisfied. AID's major
 
impact on project management occurred as a result of an audit by

the State Department's Inspectcr Generalts Office in late 1982.
 
The project in effect hiwi no choice but to respond to the
 
recommendations of the audit. This required a considerable amount
 
of staff time and took up most of 1903. The result was soma
 
changes in design and tighter control over implementation,

espucially the credit and input distribution components.
 

On the GON side, the institution most directly involved in
 
the NOD project is the Ministry of Rural Development. MRD is
 
mainly concerned with how effective the project is delivering
 
services to farmers, i.e., agricultural extension and delivery of
 
inputs and credit. Recently, MRD has also become concerned with
 
reducing recurrent costs, and transferring responsibilities to
 
local organizations. MRD as an orqaniz4tion is reoponsible for
 
overseeing 4ll of the productivit6 projects in Niger and can be
 
considered to have no particular conimttmnt to the ND project

design. An additional concern of MRO, of course, is to keep the
 
donor (A!O) and the Departinent authoritie5 (Prefet) satisfied.
 

The attitude of I1D9 toward the project i!s of particular
importance becau the Project Director can u5ually be expected
 
to be a n 11,)9 amployon and is Iikly to roturn thare when he 
leaves the project. It would be very 4ur:irising If his concerns 
were not very iuch in line with thome of hits minitry. tie will 
adhere dtrictly to the project design only If he i* instructed to 
do %o by M9D or if he i personally in agroeomnt with it. In the 
case of 4D, there in no evidence that IRO in committed to the 
oroject desiqn (especi lly tho end-of-project itatua) ai it i 
Presented in AnneA I to the oxisting Project Agreement (the

Reviied Implentation Plan). Thiat this ians for the roject is 
that niletier the Project Director nor '11D field Itaff aro under 
instruction4 :o givn top priority to achievement of project
objectiveos. Tni to not to say that t'te present deigfn and end­
or-project tr,ota are neessarilf the tioqt 4ppropri4to but 
rather to point oot t*iat project performanci woull have been mwcjh
)ettor if A!,) 4a IPO cold have r4cnecl 4,7rooot (in 4 strately
and t ret;s tO whk.h both or,)anzatLons zouid 1-o oaninlnf-JlIy 
Comnittol. 

At thd ti @ r** t level, tile pr4fet I! the head ,-f the 
projoct. In f~t tf # Pr~lfet has primie rosponsl1)ill1y for i Il
governm,4nt pr"gran;s In fli de,4tmtent. In thiV CapaCity, h i '1in 
concern I* to 4 3ure t14t the project Io* not divorfle f*-l the 
ovorall dovlopriont vdl 4fil priorities of ttiq jvvrndnt, (food 

moeodi Of rtet.~i~ to thdP 0 ttill# rqspd-t p~Jet 

544porta!r. tlowoqrs from !iii 4tandpol,-its vie pr on! M~id 

fgl~or roqort-9, ep al i~,Z t".0 1-ttC~ G 
4!- 0a ifo 4atklr iJiten rojed doFh 1) fvrj 



activitiei. He place% demands on availahle resources accorcing to 
his own priorities which are iontly po31ticl. Thera i nothing 
particularly unuo3ual bout this. hut it i one more r e, o why 
project manag;tuent hai 1I mi ted control over resources that are 
noeded for project iripliemntitoii hoit fir,0 out dl13 the internal 
admr.nnitritL,1f :,itrtjcturo of thit project. 

F i na 11 y a I ;o a t t I t! Jop.i r tr ,,nt e ve 1, th,,re re the 
Technical 5orivItce5. The e i e minis.try personnel ams gned to 
departinent trid d rrordi-iictnts to implement the prograrms of 
their re'jpectve minnistrieo. It will be discuissod below, it J5 
the techn!la 1 -o! rv ic e5 th:i t ,i,e r)r in f z y rt,-ipon3 Lb .11 ty for 
implementing 'JD proJ c t-fudd o: t Itt t. * The e rvice. on which 
the project hjs been nojt (lptendent or, : A)rlcutture,, UNCC, CNC 4, 
Literacy, and An in.tion 5 inc- the fle' !;t.iff of tewo -ir vi c", 
are elplboyed idndi .iupervst~db)y t.heIr ,ntn nLjtrle , thsy will 
implarnent 'J!0 a ctLv t~t, ouely i f t I , jctIlt t? tae t hirgh 
priority wtnIn thitr T-is the riainTIi. t:outitotfl 
Managemient I '-1 for the projrt:t inl Its it the root oF moit of 
the ihortfal15 in p:'oj.ec t Ji -11, eon ttlon. rtIed tre ai? 
rno t t t e t ein' f t)r io~.*h by wi t tho i r ' lj(r v'i-ior-i oa t, 3nd
the S~fJerVI-jor' In torn) tr V0p1f:5i JO tI the r~ I of t heji r 
tinistrj - . Onily to tho e.xtont th)At NW-J)niJuti'jtv'fi ;1rfw ) tf1 
ale porc ivd di tTny ory je 1rtv ,. o' prjro( ,fi- ill fit d 

tr.Jly t.t(, ti, ')roj,.t vIt. .taff tib cooI-' to I ,i . in j acti io In 
44i~mey Dvp' It -IfotI thIiupi ettuci0'c ly Fiot 
Idnt ifid 1 tI the NO) project ,d :on ,uuoi ty hjvo shown 
little I to prtlcipta fu l y in project1, ic Ii'Iition 
imp I *tnt.It .e1. 

ProJjt dpeiddnc q on tiu t ,chn IC.-II urve z.ii for 
implo tttl wasi dol~ri tely bt)jlt into tt projttct dottin in 

order to "I- () iiiorn thqe tont In It I.on n F project-1nitiited 
ictivitl,!. , thi" rIn of in Th4tir to tion -11) vo Ivolv nt. 
ori,-4n I: rt n~I it rwc;.tor e tI il.tn Li 3dti p to ottitiblith futy~
1 (eti ooic- the0 : c t lnd0 111 t och n r4 1 Qr v I~c o1 

0 n,"JIZ4 %,, A u 'T~j 1; EAT 

I I)Q : to or:nIzaton4 I itrtjctr of the 
1roJ o* t ni1. o rid no4of tiw roject io the Pr4ft, ant 

ov r 4 r:y r1 n 4nd iu 14 dy tp t: tii4o of cooon~t p r t A 

loni. t~rli~~4i Ttoe P-e, ccd Ioetnr p.ctP, iti D' of poj 
ti 6i~t .3 - .1 4d of ) (-41 t I~h I(! I-Ifi1 iit t I t' l~~ Y 
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The component over which the project has the most control is

CPT training. The 
 CPT chiefs and the literacy instructors are

assigned full-time to 
the project by the Agriculture Service and

the Literacy Service respectively, and the "agents do suivis" are
employed and paid by the project. 
 All other activities that are
not carried out directly by staff
project (e.g.,agronomic

research 
and monitoring and evaluation) are implemented by 
 the
technical services. The most significant of those activities are:
 

- technical support for CPT training by the agriculture,
 

livestock, animation and health services as 
well as by UNCC
 

- technical follow-up of CPT graduates by the Agriculture Service
 

- credit management by CNCA and UNCC 

- input d.o..rihution and stock management by UNCC
 

- cooperative development by UNCC and the Animation Service
 

The way 
this system works is that the pioJect staff analyzes

and sets objectivo, for each project component, and identifiUs
and financ"s activitlas to achieve thosot objectives. Although the
 
technical airvicei are asked to pirticipato In this process,

they have r4roly donu -o; and when 
they hav, it has clearly been
in a subsidlary role. They are certainly not in tho position of

setting goals and forevulAting strategy. As noted above, the
 
result of this process is that the technical services have very

little commitment to the project. 
 This shows up in project
perfor-anc*. 
 Alioit ovory activity whore the tochnicAl sorvices
hav hod primary implomentatlon reponaisllity has 
 cporiencid
 
sqrous *hortflls. Almost Invirially, the field statf of the
technical iorvicoi exproas the view t'at jhat the project In
aiinq concorns thom mdrg~nally or not at all, and that they hivo
their own onqoing roponsllitioi that ire iiisinod to thOe by
thoir .iniatrio-5. 

It w*4 rqcognixed at the beginning of 
 the pro vct that
effective irplo-intation would not !) pos3it1t ,4thotjt viry close
coordination ot-4een Intituton3 41 wel. 4 4 iharod con itmont
 
to. Oroject -tritell 4nd objoctivoi. Ciitin) coorlinatlng ~OnIL4
Wore to b tad 
 to bring t'4 s abowt -- tho COT )OCP a1t the 
departmient lovol tne
4nd COTEAR nt the 4rroniioent lovl. The
 

*:~bf~rthf
tfes, 0 COMMI tto"Ii are to pd-~sien

4rn1J5e~mon1 htiado of t'ii toctinir~l zsqriV,- InvolvocJ in thfe1project. T!Id; 0 JMMt l f-It s J Irly tot ft 
 -,Ivi w
 
* V't ip I d.e t:t nug f Th o I fr :t o n­

440V,ftha ticrhn ic! sor?'v ica%~ dio~L fto lt Y'linot t'ei NJOD their,3rd t. n tthefInal) 1n*1yi1,. tilo l.t 11~ ,rlnit 



The project also attempted to address this problem through
 
annual seminars for all personnel involved in project

implementation. These seminarb were held in Lossa early each year

beginning in 1902. Each seminar had a central theme and the
 
objective was to review the past year's performance and set
 
objectives for the next year. The seminars were to have been
 
attended by project staff and technical service personnel at the
 
department, arrondissement and village levels, and there was to
 
have been exchanges of views between the technical services as
 
well as between department, arrondissement and village level
 
personnel. These seminars were only partly successful. Many key
 
individuals, ospecially the department and arrondissement chiefs
 
of the technical services did not attend. Even with these
 
seminars it is evident that most employees of the technical
 
services do not have a clear idea of what the project is trying 
to do and do not feel that they are or should be closely involved 
with it. 

As noted above, one reason for this situation is that the
 
technical sevicos have not been involved in setting the overall 
strategy and end-of-project goals, and have participated only
marginally in the preparation of annual work plans. The project 
attempted to address this problem in late 1984 when o fairly
determined effort was made to involve the technical services in
 
planning for 1984. In effect, the project asked the technical 
services uh~,t activities they wanted to carry out with NOD
 
support in 1904. The project hoped that the technical survice3 
would participate in setting objectives for 1984, identify and
 
schedule activities needed to achieve those objectivus, and
 
hdlocate the necessary resources.
 

At that tie, NOD and the CNCA wore already working closely
 
together. They wore in agreement on what they wanted to achieve
 
and on how to go about it. Thin close collaboration continued
 
into 1984. Al 4 result of the joint planning effort, the 
Agriculture Service requested that it be given responsibility for 
providing technical support for the CPT graduates. This was a 
major breakthrough becaune the project did not have the 
capability to follow all of the graduates (700 at the end of 
1984) and the iucceos of this component, in fact of the entire 
project, depended on the Agriculture Service eventually assuming
tho reiOonsIrility. JOO aqreod to provide the neceisary vehicles 
and fuel. In the end, howevor, lmost nothing w.i u no. Tme 
roasono iro not entiroll clear. The Departmont hoid cortainly 
wanted it deno but somehow tno miige never got to tho field 
staff. What probably happonod is that the follow-up of CPT 
graduotii ws simply added to tho workload of an already
unidirStffd ervico, and the fiold staff woro not )ivon any ide 
what prioriti thii additional nctivity *hould hivi. The lolson 
that toi prov!rie for 11 5i t at tho Apriculturo 5orvizo 
prplooly no&eo ¢onajotint hole. TH !Ollos-jp of CnT IrldoteJ3 

14jor offort and If tho Apricq~lturi leorvic#' ii joiriq to start 
performinj that function, it needl to toko a close look at its 
i'piqtintation capicity, rothink its priorities, and tmako a 

4 



determined effort to all.oca te it5 reourct) .iccordin to tho s 
priorities. 

None of the other ttchnical ,1r'Ic#)! par ticipatnd
effectively in thi joint planning exercie, with the raiult that 
there were on u!n io f ican t imiprovement. In the pertformanc,! of the 
:ictivitios listed on page 65. It doeti not ipo:ar th:it the effort 
uil be ropoated for 1'85. Thi raiseps some haic que-tions 
regarding tlie 6o- ,,i of the ND[) ,nnmajeonent sy sturn. '1any of thep)roblems discussed -bovo croold hav*A been avoided if tnt, proJect 
had its own imo1rmentat Ion capacity. The argument d(),-il -t that 
approach is that exi-iting gove'nmoent o rijan1.atton% would not be 
directly involved and woiuld therefore ,a)t be likely to continue 
activities started 15y the prcject. Thi:j .rjiinnt is not ,tntircly
valid 5 nc it c su,,1'ireiton ,1 to that ohv Louts project

SJCc 6 e Q, uSul b contindCont i71 'y t[4e line ninistrila, If ttme 
project inc Ludfs the nec e-iss ry tra inIng and institutional 
capacity buildng . 

For the )")0 mna'jenen t model to work, the technical s#rvlces 
must ta ke the lead In setting t irge t,3 and prioritlei, and 
scheduling :ctivit1es. This, hoever, woul11 alimost cert-,i nIy lead 
to a very di ff-rent kind of project. M1ost technc-i1 stervi cds 
would want resource 3 to do more of what they weri- already dotr,,9 .
This ha.3one out cleiarlry !in dluslons between the !)roject and 
the tdchnlcil s.tzrvlc,,-. Ti't, pi)J t (1es have rdmi-irCt-5 th t ci 
be used to exelt s;on,"lV,:r. but thiw I'. rairely vffr-t .vr ari d 
In any event, requiroi t hjo ,trono co11itment or it, MHU) and the 
Prefet to th. project deign. 

The ba-ic (3-ootIon for t he project at thi'1 time Is: can 
anything be done to Improvr, this situmtloii ror tho rumaininq two 
years of the project,? Ti" -:e.- ire thr'tt optIon: 

1 Continu-i th, tirtin- iitcm, Unldo - thii option thi project
would concentr.to lci rifrorti on 1 ) pImrovin.j thi activit .e: 
that ,ir withln th, cotitro* of he rojoct. 1,rJo r IIy CPT 
trIm g 2) ontinu.in q tfie dilonkc with thci tchnic1 
sorv icei bwt without ritch or Ov;n t I a 1nd 3) WOhope 0Vdc; 
with specifVi~IJ l at tthe artIi-fn d V14 -
lovel1 w3uho hiavi !beeon 'uF tn tO hO o f .1fi ft5a vi jr r ot14J 
pr j i: t .t' v Tt: . 2.i1pro,,:tlo f nothot .idvinta i, 
dopisrt.!n f )i the~ ,cojoit tloit ,n o~~r t)fc 
vs I id an lrlportrint ob~t vs*Tno -n1-a~i IrtaJ i 
that tho tethnir#s ,-lontjitit "o pr)v OnIY 
half hr.irtq1 iopport ftr Projetct n1vt. , 

2. IQ tr :10~l id ~u' l:ut ~ll 1it lye to thla 

4~1 Drt n~f(4t 110 P .1rit p1r 1v - ~i14m 14 ot) Ii 
4ttq'~ipt t.o *4 f. Ft 4 ff eoti'-- t'tr!(Ji p$ 'r i1 n 41Int$ t 
l@'.@r4ti ihIt 0~c~eTn# avdt 4) of 
this 4orot1c i ta h toO nlic:al lnrdi W01410010d 

~ t~l d 1npiok4 fo'iwt~~ tbotprj4t 

mailto:l@'.@r4ti
http:ontinu.in
http:concentr.to


organIz atIon.,. Th e o1 ci(Jv,,n t,, I t I l t1 )r oJIct. WOU id 
suppor ting x I ,,n a reond up g t I ri p.lr o,;jz T) y of wh 5ih 

ineffectivu, .Ind cha1n,-e would be t3tuiarintd to b- ilou 
( p rob a) 1y s1owe r thWn OtUld he Acc(,ptitJblJ to AID a i though 
not nec eis'.rI I-% lotjror than it ha-i be,-m tbumi fir). 

G1.ve the pro jtt mIor o aiuthorIty o'jvtr et t, chnicjLl rvi o . 
Th n ou I d ht, ve,-ry dI Fficu 1 t. t-i ach i evse it iioui j 
man th at the Dep~jrtment heid:-i of tho tochniucjlc ! tr vices 
*ould be rectiivlng ait letiiit -iono of the I i-itruction I from 
thu Projec:t Dir)c tor rath-ir thin from the Ir ini !;t r i e3 or 
from the 'r6fet. ThI i couId bo jut TiFed o n t,o Grounds. 
F Ir5t , the 'JOD Project Director ,ould be acting on b.ehaIlf of 
the Prfet. (In th!s reg..ird it coud hedp If hie u re 
deo ig .ited Secreta.t re f)ril .rie I e v t I op 1)e'.tlnt. or reD 
organ r am.) Sticond, thti NDO proIuc t I v to proJoct 1i the 
major rural develop!ent initiativti In the departmont and as 
such should(1 ; givon top priority by the techi-icai 1 -erv icti. 
The technic aI .irrvico woJ1d In oeffoct 5e to1d thit In the 
NJame.y Cepmrtmvnt the 'J DO proJrami-, their program. Each 
technical serv ice uould thun he roioo nba ue for tak ing
whatever i ureti 4rl necttii ry to carry out Jl);) 'ctivitiesutt 

at dsocr1I bed In the R1 viied Inplevairntation Pidn.
 

Given the rol,itive tick of conil tment to the_' iixi-ting 
pro 'tict tl omI> tho C,0111 thi% third option May be 
giving the proJ,.c t M'or, (:1e;ut th .n it dinorve.j. On the other 
hand, the dci-- i on to u'e the WK.) project d ..-.criptlon i ttho 
ba ic St-tern rit of dvtslopmerit policy for the r.iinfed mre5s 
of , mImey OrtpIa.t-ne t co j ld I-. ad to i fiutch moro thoroJgh find 

ingfoIev nd ~prov,1 proceil-' Itin th3 doclillmt, has 
r4celved thut fnr. It ri,_tdt to bo recocol :ed that undtir thia 
appro-ich Jb-inci ctivitirt- ill u"he ~)I mod tinir 
in i t te rir r 4r y ty t he prnj#Ict. The tchnac.ol it-rvices 
wil tha"tfot:d:ontn t, to v i. iu project tictivitin-s 45 
diatinct froi their nwnr oPro vn hut tit leo4t they will be 
clear n ,'i4t thir c,;..,on ll ljtioa -iro with r*.oipect to 
imploecntin; tholo 'IctivittI1. 

"M11149I TRAT IVE Pi t)C 44t(, 

Thili %ct.on I divided intj tvo parts. T@ f irot d@419 wLthl 
tom - f )t -oiIonItor mg 4n4 V41lusting projoct 4ctLvtio and 

* o" t nd dO' I Itt i thy projectea systom for financial and 

In I'JVp q con#,*lant to the N4OO project vrqr-*~d a 
'lImmnI, m;-iOttOr1, 4l'j qviluistion eyatolm for tho project, The 

t.,rijri4nd monitoring cfmponert of the sylitm had thro (o0Oloing
"i4-71d-t# for qoich ,roJo t cOmOOn@nft 
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- En'-or-proJect tdruets 

- Annual targets
 

- Annual work plans based 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 it 
proved to bo, too tino-consuming for the limited staff that wau 
availible. The major accomplishments were the re5tatement of end­
of-projtoct tairre t-i, the setting of 1983 targmt5, and the 
preparatlon of annuil workplani,. Quarterly reports wera prepared
ri'linly by the Monitoring and Evaluation Advisor and proved to belarr ely a f ,rn~jllty. 

The annual plhni, however, were generally well thought out 
and zioali5tic, and tho exercise uati repeated in I084. They appear 
to have bttn in v icIbla managemeint tool in ?ieveral respects.
Fi, t In 1 33) and 19I34, tioir proparition htilped the h cdl of 
each project component to roth ink thir prioritio', fiot russ l tic 
ond-of-yur tirtjtio and adopt a schedule of aictLvitLiE thit Wivi 
Implamntnthle and con-it -itnt with the tIrret. . 511cond, in 1,104,
the workplin uwii wi ,d i o ' ,itnwi of ,ic 11 ,itIn, t! Iv Joint 
plannin( of etach pro JCct cororitnt w.th t! , concarned tochnical 
3ervice-. Thi! will b, ri)Ijct.itc:i in 19015. Third, for the., firit 
timil tice t"Chnic,1 .serivico, 't 0 VaI#ltitintJ t ho 0 . f rmanc t 
durIn 1 Ig ' rip 1mett nQ proJe:t tv- tit The warw k;) in 
will heo us- f 1 i ~p uhtvl c 'i 1.1.4 iii .m t to p moiro*4 
Finally, i n 1, "1' , h( W () I' k !u i 1!d ( ot- h i fIrnt t I 
oo the heiti, for pr tp)irino tih irinnuisl 1)',t , 

Thuis Fnr *t!i -i~jor einsIin Od iyite .i had~ boosr, on t hV 
monitoring ido. Theiro 'vhsi boon no quarterly roports tpirt d bjy 
the proJoict, ,ind the provi-)wui sys'tcn of riontr-ly rti }orti .41111 
ffi@Qt Iflt wlIU t toog ' I* J on jr.-ondI 1vi-itt-ent, r iriff t itf'i p I lct oif nd 
tchk*c~ I r v I ti- 1 va. -i ~pr11 itIr . Th itr~o.1ir ij o votry f (1w 

st~ff m~it if;i . I n 'ri1f) thIet on I to 6 1ntj o f )r o Joct v r Iit I jI Ii 
informal, 'iotl tliu 5r to i~t ~tu rr Iciont to r~fi ti frilt ."rdn 
or sonl:)T ;3Zo~act 11~ Ic~ 'wezit I~ i~ ~n~~o the 
evalu'ut ,n tta lit proJoct t ki rto t t)nfroa, -ror ro 14 
GY a I . fitor-1.1t>~ f 1 ~ 1+1F , tr-rlr t~ 1I I% or tt ) httat.fln 
ProJ#ct - ,IlrOct o ,(I -I r nt , ;rnjJ tAtp, t rI-t tlf f 0 cri t 

.1i nrj ht..n ;t,,;) t) tip~~rr) , q~ti t,- , At 
Min Inum, it 1 1, a'Inr(i nu(I t hilt :,It)n ti -i wJI7 ) p~jc 

r)(n(I I I ,tIt a tiT; r) bn- tE l i0 ie imp1v1sC;4C tr'p'nt- a 
problqris ) prop4ri4 6y acrrondljjoofitint eoi.iirt toriq .1(1(J !1o10 of 
ProJ'ct c evnoa r circotjio prior to thio -Aoitive. 
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Regular staff meetings would also faci.itat0 the sharing of
 
information amoung headquarters staff.
 

There seems to be little felt need on anybody's pert for the
 
quarterly reports, probably on the grounds that they contain very
 
little information that is not already known. The need for such
 
reports, not only by the project, but also by AID, MRD, and Plan
 
should be re-examined by the management advisor when he arrivea
 
in January. If appropriate, he should design a report format that
 
meets the needs of all concerned and requires a minimum amount of
 
staff time.
 

It should be noted that the performance of this project is
 
directly affected by inadequate management systems in the
 
technical services. This was particularly evident for the
 
Agriculture Service in 1984. Although the Department head decided
 
to provide support to the CPT graduates, almost no support was
 
actually provided. This was due in large part to poor
 
management. It is recommended that the project work with the
 
Agriculture Service and perhaps other services on the preparation
 
of workplans, including setting targets and priorities,
 
scheduling activities, and allocating resources.
 

The impact evaluation component of the monitoring and
 
evaluation system, was not. implemented until 1984, mainly
 
because, in 19f3, the monitoring and evaluation advisor was fully
 
occupied with uetting up the planning and monitoring system. In
 
late 1983, oroject management decided that the top priority for
 
1984 would be to measure the impact of CPT training, and that
 
primary responsibility for planning and reporting would be
 
transferred to the heads of the individual components. The
 
surveys of CPT graduates were conducted and, for the first time, 
the project has concrete data on adoption rates for different 
elements of the technical package. 

The next step in this evaluation process should be to 
determine the impact that the adoption of the improved practices
has had on yields, production and incones of CPT graduate*. It 
would also be dMIMble to be able to relate changes in yields
and production to the individual components of the technical 
package. Cloiely rolated to the issue of the impact of the NOD 
extension program is th% need to acsi the technical package in 
terms Of the IMP4Ct that it con have on productivity and Incomes 
at the farm level. This roauires frminq sytomtype itudioi 
(i.e., utudis of firm budgets, labor rowiramenti, off-farm 
income, and attitudes) of farmers who have odopted the technical 
package ompared to traditional former, Without this tiic dita 
on (1) the impact Of the etqnsion program and (2) the fart-lval 
feastfility of the technical Package, the projoct is unmIlo to do 
a meaningful evoluntion of whether or not thi full ronjo of 
agriculturil intovontiono (oxtonion, applied ratoorch, Input 
distribution, ind crodit) hai had or con have it* diktrd Impoct. 

A final nvaluotion neod is to meeiurv tho inmf ft thf
 
project on the strengthening of local orqniation% id t
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-bi1 ty of loci, orjanizaItdLion to (io tliinJr for thur-1ilve.-I. 
Although tte wethodology for inoei'iuring thu impaict of ox ton'iion
and the technical pickgom i5 wull e'itabli'ihod, thi'i in not trie 
case for local organization dovfilopinnt. Tho projoct will ntd to
dotermnIi wh.at art thu most appropriate [id icator5 of progrtiss 
and wIi at wowld be tho o!it co '.t-' ffoct iv w+jy to aith, r
anally3o vi11agt-Iove1 datis p o rt 1r1in ( to tIIt-)e indicato1-i. 

4nd 

Another Jvsu relaited to iip.act ,valtititons concrni thn
af fort of N1. st ry ofth)e ii Op
Indic ator!3 for iwrut I dt.vi .lop .nt p1oJ)ec t -j The NJDD project cat 
,.) th cnnt r i bt , to o nd t no fit from th i 

Pltn to d vo I - Ststirda rd impac t 

ou rc i su * However, in
work inrj with the 7'1.ni-itry of Pln, tho 7onitoring and Evaluation
Adviior -hould not i i -ii t him : f to pr,) %,L no dit A. TIo ,400
)roJect prohatly hL5 ro:ro :-le,, i to do uhatIn tryinj the GONoul Id li t to ie t 'A II rJr-1 d,I tv 1opmen t p roj c ts do than any
other project. it Vhould thereforty t), Involved 11o the -slection 
of t e ind ic,s tor 'i on which data 1i to 1)e co !lec ted. 

0. Fintincii m, oread 

Thji Ienction a ddreoi'eo the 1improve'nitnti which have baen made in 
th e projet'- dIcr.oLnt n, hbdqtit ntq, rportino/monitoring nd 
f n ii nly-.t i . ilsonca +r:tIvitIt,- It "xamino the progress

whi c til Von n i d, In.n thet, ;ompu tor I - t I on of managjemont
inf'oI'ntion, p,1rti~t41driy jithi rtiptpct to the crodit nnd 
agrLcw1tu r'4l in put coponek,),inti of thi project. 

Gan oraI iccotntiring prctices at project headquarters have 
Improved A r-j- I'i t of USATID certlf .tctIonrqquIromnts, coupled
with tiho ) tfl ition of b4ijc books o f ccniunt (oncumtr~nc@ 

(irni ij~~~~ ol r i- ni iei'nt 6, 1d d~ler and 4 donotg 01 rocol4le 
occount) (ro:i,!"d t)y the 4,nt r n ne IiI t mr t Te A of
th0 1ri49 1,'o nan I r I.nC I, n Pr ojC t. Al port of the 

Ul', 'JDT) proj,(ct nrrrz, tnt* ( nd o1MAIt J rPtoJ~ct 

41 $ gitde. TQ furttier i t protjct If:Jf)Lrnt t I n proj@ct 

work~hopi zsre ho.14, 

(A'J w.it r, tjfn -.In t ri r,~ A, I~' #hci n't o 1 r fl4 1 c0~ 4~ ~ ~ ~ , 

* ~ C* ~ V'rr~il4~ 
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The accounting system in place could be further improved by
 
the installation of a perpetual inventory system for agricultural
 
inputs held at the project headquarters levelp and for expendable
 
(e.9., automotive spare parts) and non-expendable (e.g., project
 
furniture) project properties. Another area needing improvement
 
is that of accounting control, specifically in the recording and
 
handling of cash transactions and cash. Currently. the project
 
Director authorizes the disbursement of funds, and the accountant
 
both records the transactions and handles cash. There should be a
 
division of responsibilities between the record keeping and the
 
custody of cash in the project so that there is adequate control
 
on the receipt and disbursement of funds.
 

At the local (cooporative) level, basic accounting documents
 
for credit and cash sales, and inventory control were prepared in
 
French, and training of U14CC agents in their use took place in 
June 183. Unfortunately, just after their training was 
completed, UNCC teminated the employment of approximately one­
third of their agents, resulting in the near total demoralization
 
of agent level v,.ionnel. Thus, little or no reporting, using the
 
prep4red and cibtributed documents, was donq,
 

Under the a4eis of the credit/input advisor, a new training
 
ffort directed it cooperative personnel (officers, w4arhouse
 

clerks and manao:s of corel 64nks) started in December 1984 and
 
will continun, ii stages, though February 1985. Part of this
 
training effort it-clude3 intensive instruction in the necessary
 
basic 4ccountlng/:eporting procedures. To carry out these
 
procedure*, simplitied accounting, inventory and credit
 
information forms, tranilated into Hausa and Djerma, have boon
 
prepared end will be distributed. These will enable the
 
cooperatives to account for and control their activities, and do
 
the nocesiary reporting to the project, to C4CA field agent$ and
 
to the irronjiimsonts.
 

Until now, the project budget has not beon able to be vsed
 
by Prolect nanagomont as an effective tool for *naaement control
 
of project xpenditqro4 and 44 a planning ai. Thi* hoa been
 
caused by the lack of 6#aic book# Of 4:ccuunto lack of timely
 
informotion, and lack of 4 logical sytqem of tudgeting control.
 
With the inotillation of the basic bOOk* of 4c¢ount, 4nd 4* an
 
eoample of necessary bqetry control, the Finmncial M4n4gooQnt
 
Tq4m rocommonld that 4ll purchaso ordor* ahowld f.t go to thO
 
Proj#ct 4cciuntant for revtov, since h has thq butdgot #nd i4n 
tell what'lor or not tsir4 4re sfficient funls in tho P4rticuar 
line items, then move on to the project air~ctoc for rovieq ond 
approvol, and inally rotqrn to the 4ccontant fir rocor~lng. 

Thpi~ ntiro budget :)reparation an to##a~ue f thq ibudget 
4v a eindngonont Infortation and dqli~ kr~jtog'~ 411 

K rotly nhancqd 4a the copqtaritotion offo:!t c'mdi on #troa,". 
urrentlys #ll 19084 project finaf'ct4l docujmont4 o%, being~ rcoded
 



end entered by 
 project and onlected USAIO personnel into tne
computer by line item. The objectives are to build a computer­based, annual budget 
by activity center (volet), by expense

category (rubrique), by line item, end to train project and USAIO
 
personnel in its preparation and use,
 

As project personnel gain experience with the new system,
timely end accurate financial analys~is 
 as well as planning and
management decision 
making will become increaiingly possible.

Furthermore, basic accounting activities will be improved by the

requirements of the computerized management information 
 system.
Data grouping and entry 
 by line item and logical expense

classification will be necess4ry. The benefits will include rapid

retrieval of information, 
 including basic accounting documents,
and accountaoility for all 
line items (who, what, when type
questions 
can be answerod quickly and precisely).
 

3. Financial Roortina 

To date, Pe:iodic financial reportin9 has been largely done

only 
 when the project ha1 to raqjest reoibursmont from USAID forproject expenae* incurred or' when tlie project came Op for
recortification by tha IhAID controllers office. 
 iJith
computrit.tion of tho proJoct's Information ganorotion
financil octiviti.e, timely Intornal 

and
 
(and external) financial


reporting, a5 well a4 mo:itoring, w.ll be poisibla on weekly,

monthly, quarterly and anntal bcti3-according to need.
 

qeoorting on 
and monitoring of the oxpenditurq oituation for
the project j3 4 whole, and for each principal activity of theproject. !)y epinse
broad category (vehicles. aaruonn-t,

training, eqjtient, conotruction, oporetIng @xpdn3os) will be
4vailable, 4s 4ill oratkdownA of all 
line item eopenqn*. At thio
end of e.c4 mo nth, tho project accounntect will havo a rooort on
4ll "orcroo d vlremnt" and "ordra do pdaioment" which willpormit nim to reconcile Projoct a4count records vit:i the Project
bank 
atatoment of te Troa4ury. If nod ta, the 4-cotintint 4Ll.1 
be 401o to review the compont.nt* of on indlvlia4l 'ordre devIr4e'nt/P4e1een*" and, through the 4,itae of teae 
 docutint 
coding, can rapiJy rotrie~i@ baskIt it;Portity loctJmYnti. Pore4MP14 Vlowl4~a qotion jriso roh;4r~1ing an dopen#* Inc'jirrod
owttside "4 -poOt Oeg., o4Prcthace from o 4wpPlIoro tvid 1ln#
Item flutttr will1 toll tno tS7CAntan"t that thO Or rhaieJ W4; ftr 4 
o~ti44 flfie item, the p4rttleular oxponio ctjorys 4FO VI

P~rA~qJ14 PreO*t 4ctittl it Vill a.114 I*lat h4"' to ti fi.Vtd oft h t ~'r~i nd al1 doomntton for th.-t t'artlc -;lar 0 -, !*dItd
Mof'mar, roportln -4111 4o -In*tentJaroi:#o rfo'-i 4 t t-1111n (r 

(p *e rce ntto C'j 11 

mf )rt, # t i6on 414,#f4 vil igrovilo will 1 i '"A : Vr h411 
tnthe on1tr1~j priJoct, 1111%~~m 41-o 

http:compont.nt


be an integral part of future project planning and budgeting, end
 

will help relate the one to the other.
 

4. Finencial Analyols
 

Until the present, little financial analysis ias been
 
possible because of the above mentioned Information system and
 
availability shortcomings. The design and implementation of the
 
computerized MIS, however, coupled with on-going training of
 
project and cooperative level personnel will permit relevant
 
analysis to be done, e.g.:
 

a. Actual expenditure by line item to date versus programmed
 
expenditure, giving variance (performance indicator).
 

b. From a. above, examination of the way in which expenses
 
are programmed, in order that a more accurate budget may
 
be prepared for the following year.
 

c. Examination of amounts unspent by line item at the end of
 
any given month/quarter to do Interim planning. Project
 
management will be able to estimate potential expenses
 
for the remainder of the ye3r, predict what financial
 
resources will be left, what cut-backn will be necessary#
 
and what the effects will be on the balance of the
 
project budget.
 

d. Sensitivity analysis ("what-if-*tudies") will be possible
 
through hypothesizing pro ect-Internal or nxternally

caused changes in activity/expense category/lInt item to
 
see the effect on other areas of the budget and on the
 
budget as a whole. This type of analysis coupled with
 
that of C, above will give project management the ability
 
to know where to channel remaining resources in an
 
optimal way, taking into account constraints that exist.
 

S. Overall Angr~ch to A02OWLce M4aemn
 

The appro4ch to resource management in this project is to
 
maintain very close day-to-day control over 4ll actlvitife that
 
require the allocation of project resorces. All fluid trips,
 
uses of vehicles, purchases of fuel and other expendiilei, and
 
many other relatively routine 4ctivities must be approved by the 
Oiroctor or the Oirqector for Technical Operation%. This is 
deaigned to prevent abuiats in the use of project resources, but 
an important adverse effect Is that considerabla staff time is 
spent Justifying and obtaining approval for minor routine 
actions, Also, since so many 4dministrative decisions must be 
made by tlie Director or the DOT, there is qn inovitable
 
bottlanack in the aoorov4l proCes which froquently rosults in
 
significant 4el4ys dm4 costly resched, ing of activitLSS.
 

There 4re two ections th4t should he taig@n to addr~qi tili 
Problem. The first to to redeoign the contral r)co4uroi. Thu 
need to prevent 4buooe end the misuse of proj-oct riOrsirccs It 
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extremely important, but close effective monitoring of activities
 
rather than prior approval of what should be routine 
 activities
 
is the appropriate way to do this.
 

Second, The Director of Administrotion and Finance (OAF)

position needs to be filled as 
soon 4s possible. The Director and
DOT are 
seriously overburdened with minor administrative tasks
 
which makes it difficult for them 
to manage the project and focus
 
on suhstantive issues. 
 It must be emphasized, ho-,4ever, that the

OAF must be competent and have the full confiaence of the

Director. He must be someone to whom the Director will U" willing

to delegate full authority for the financial and administrative
 
management of the project. If he is or does
not competent nnot

have the necessary authority, he becomes another layer and
 
potentisl bottleneck in the management system and the situation
 
is worsened rather than Improved.
 

CONCLUSIONS AND RECOMMENDATI(]N5
 

1. A key to the success of the project wai to have tbeen the
 
fctive support of the tochnlcil 3arvices for tthe

Implementation of nrojoct activities. 
 This ha3 not occurred
 
because the technical 3ervices hove, In general, 
 not
 
identified with the project. Project objectives and priorities
 
were different and distinct from their own 
and their goneral

attitude 
 was that the NDO project had it* program* 4nd they

had theirs. The reason for this situation is that, on 
 one
 
hand, the technical services 
 ware not fully Involved in
 
setting NDD proje:t objectives and therefore felt 
 no
 
pdrticulsr comm!tmant them, on
to and the other hand, the 
project had no authurity to instruct the tdchmic4l servlces to 
give top priority to its activities. 

nRomo~mndat ion
 

Since the Project la no Itplomentition cap4city Of itO own, 
urgent steps are needed eithor to increase the commltment of
 
th technical sarvi-os to 
project objactives or, if tnhu is 
not poasi)le, tC ott1n t*he Authority to 414ur that 
technicl41 srvice irplqmont project 4Ctivitie efeCtIvely.
 

2. The @nnul4 worknlan% have proven to 
!)o I v4!Wuable m@n4atjomnt
tool. 7hey are uovti to lot torleta 'anJ ichodti'o 'ctiVities 
relatod to thtOs tjrtiets, #ant morq fr ontly tt?'oy h'avo b;qn
uood as basi ofthe Jolnt plennlng th t e tChniC4l 
3#rvic a 4nd for Proarlni the 4mntif, ,dgts, 

M01M~410MOv~et i'l tHO t"0111al4 I-JrViffWsi li1 y aetIf f d-
ti ooer f o r mo, C t~t' 0'arfl~ &rojo.t. :,rI tho -i-4-f f t110AreqJ1teo Jervlco It it:o#rr4 thet If tt' 1 ha h -'a 4,1u 
PrCp4rid uurI, p1 an ssi'd hqd u' 'arl It t(4 !a d 04o , t vt .d 
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allocate resources, their support of CPT graduates in 1984
 
might have been much better. It is therefore recommended
 
that the project encourage the Agriculture Service to
 
prepare a workplan for 1905 and provide assistance if
 
appropriate.
 

3. Project performance Is suffering from the lack of information
 
flow* between the different levels of the project as well as
 
between components. There is no systematic monitoring of
 
project progress or concerted efforts to identify and address
 
critical inplomentetion problems.
 

Rncommendat n
 

In order to address more efficiently the many implementation
 
problems facing the project, the information flow to and
 
from senior management should be improved and arrangements
 
for more frequent joint discussion* of problems and
 
accomplishments should be initiated. At 4 mini-um the
 
monthly meetings of project staff. arrondisement
 
coordinators# and the technical services should be
 
reinstated.
 

4. 	 Project management e orclsee very tight control over day to 
day project activities 4s 4 way to prevent auses and misuse 
of project rosourco5. Conoaqwently, considerable staff time 
muet he spent justifying and ohteining approval for relatively
 
routine activities and, at time*, delay* in approval reult In
 
coutly relchaduling of activities.
 

The day-to-day monegomont system should 1e chan defrom one
 
based on prior approval of 411 activities requirrng project
 
resources to one of close and effective monitoring. This
 
would f linta4n the nec@4s4ry control without caising costly
 
delays.
 

Re~om,%ndgJ~~n
 

04y to day 4mini~rtion of the orojict O~ot41 4#e 
tranaferred from tli Director 4nd 0()T to the Or. It is 
roconmmqmdod tlot thL4 positiqn !,) filletJ 4* 5otm 4* oi4itqlo 

compotqfit In who-m 	 .by a 	 indlvit4tl tthe Drq-,tor ;* hv a 
complote confident,.
 

*.The 11f~o t4a ares CCqojttng aractlco4 hav !)*5n I'9r7)ve 
bY the Wo of ttiq Srmnle rImamc1l 114natji*4nt T04 In 
sotting tj~r) v t)441 ooP of accdwht acid 01r tr4iIng tie 
project 4ceotintent In their lii. IUnce *,I# "arn-tc lnJIP 
nforitmtlin 3fitem tperqttI1vo (1,) 0 t14 	 , tln 14Ail 

411 fi efi'c11 44parto of th~ ~t i) Y W P14T|
 
b,1414# the llitr t;# hj~jh
 



ReCmmgnd t ion 

To improve day-to-day financial administration of the 
project, the project accountant and his assistant must 
continve to receive traininng in the basic$ 
with the t3ooko of aCcount, and on the MIS, 

of accounting, 

Recommo~ndit ion
 

NOD heNdqijrte: noodj a porpetua1 4nventory system for all
 
project praf)ert'tj, e5pecially aqricultwrl Inputs. 
For the
 
perpetwdl Inventory 
 sy5tem to fwnction properly, the 
headquarters 
 5tock clerk mwst be trained in the system's 
operation.
 

Raom-efioit Ioan
 

Accoutnting control for cash 
must be Improved b:f the
 
separation of the custody of cash form the keeping 
of
 
record* of Its receipt end disbursement.
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Introduction
 

From the beginning of the N1~moy Dop4rtomdnt DeveIopment

ProJect (0oD Proect, or ProJect) through 1903, 4JS p'want
cowple%, hence 445 haveuomen, been trained at the Projot's

Contras de Perfactionnoment I¢hnlqqj# (CP1*)* 
 Ton of tho o wure

traind 4t Gu rnOoneundou, the on@ vill4ge trainIng to
center 

have boon in osor4tien since 19031 the remaining village centers

began Oper4tion6 in 1904. Given the im4II number of wo-son tr.aod
 
to data at the villag# center%* 4 comparion of their impact In

their home villagea vith 
tnat of women trined 4t project CPT% to
 
not pol4i,34.
 

looorv4tion*
 

In 
 contrast to the '4CU of s4fUi inforfation oog women who wore 
trIn#1 In the proJect' vill.a0e center, o~m inlfornation 
is 4v411J4a On women who complatod trlil|g 4t tno CPTa. On q
t)u41 of t"*4 P.ertIa1 IQiT tion r~ t .} heio, Ir, iu 

e rala.4 fg rneiirtion 4wring tvio nost y@4f# of 43 

Du~ring the Period~ ne-,opdnns folq4u

agent* b4*04 at *hO 'PT* 40finitroi 
 to 1,19 vc1men

4?n t d eompovted CPT trisnn from 11IC thr,,.4uhr 110-1 3 Til 
d~~ono rn od 4ho, oitqt.# for com;utor 4ni,4 has not 

boons procoo~ot1 qt t~ projoCt, arid "A~yry I 14,d*i rof%4 n
qnproc#4*#I 4t I oiot I-t cwrl etg thof Iro % q,4:td of 1~~M. hhI
 
is unfortunate, for In Its prq*#m *ttq It 
totrct

unaccaaa~itlo , tsI .r Ion pqronnl "oIt111 

4l 
t'1 d on 

04ftLIP~tN~f edtlos W~hrO t"01 thatr~dnjoLedn yij
co'm'iter vor ioin L4 coploto, 1Vhe i tis vaIn 1i$ 
It V40 00*014bla to comoloto mafNYal o~~~ft *lidon041" f 
the cad#'sheet, 4Adt to !q4tr n4"IMItI41 1Mrqsefl0i eonjon 



remponves to questions on selected training themes in the women's
 
program at the CPTs. Time did not allow tabulation of all
 
responses, and items were chosen on the basis of their relevance
 
to the Impact of CPT training on women trainees, dnd their impact
 
in turn once again in their home villages.
 

Responses selected for tabulation concerned women's work in
 
household fields managed by their hubbands (described in the
 
questionnaire as "large fields") before and after CPT training,
 
and their use of draft mnimals (oxen) in cultivation after
 
experience at the CPTs. Additional responses examined concerned
 
the us* and extension of other NO0 training tnemeas. These
 
included l4sons on the preparation of weaning porridge
 
(bouillie) for younger children; literacy lessonsl end the
 
con;struction and usoe of improved wood stovea. The remarks to 
follou 3umm4ri~e rasponses to questlon3 4nd subqtestions 
concorning these 3r#43: agricultural production, nutritional 
practices, literacy, and improved wood stoves. 

A. A2iculturalPRoductIon 

t*1 - Sixty five pe'cent V the Qomen roported tnit they 
work e in houtih,)1 fled with their htjsndj before coning to 
th4 ..- T5 for tra-nir j; thirty fifve percent riported not havIng 

- . Of tlot. jho h*4( weked in hougohold fieltd, ?3 
hhe~Ii h tit{d with s.oil oropar~tlon; 97% hatnei w!th 

1o5ing the *op ; nd % holpod with the harvdet. Severl of the 
rotAi 
the fied to hotj ehi Itr 

to carry 
ania . 

!tjnd of hvotod grain from 

t.4e VA~fl 41 o~ r4O' ofQ c-15d wotdien 10 r~ Mn 
f- ti d t~1 0 r d, to 4 Id!40e- Oktont tnoy 

",5 fs t 1 OTI,t~ar t d *.:If4,11 

* J~etr2 ~ ~ercI r t T ri ItsyI10t~ 
not.
 

oe -##4i aj f4fi Itd 

;: t pr. reWdTt 1to jr fr~j t .1 

r~rn jT__ t t04 TVi, 

)adttu a fi~~t~I cl he t z t f 

ifti a I 4rf) ( 



(rayonnae), an operation learned at the CPTs, and done bufore
 
planting.
 

Once the crops were sown in household fields, women CPT
 
graduates also worked in weeding operations (37%), a distinctly
 
uncommon activity for women in many Zarmaphone areas of Niger#

thinning (60%), and to a lesser degree# subsequent fertilizer
 
applications (9%).
 

No information was obtained on the particiation of women CPT
 
graduates in the harvest of crops from household fields, 
 but it
 
is safe to assume that n large proportion did so (at least as
 
many as reported doing so before attending the CPTs), and that
 
they also .helped in sOMe C4343 to carry the harvested crops to
 
household granaries.
 
B. Nutritional Practices
 

0.12 - More than a third (30%) of the women questioned
 
reported that they regularly prepared weaning porridge for their
 
children after CPT training. Of these, 30% shoud neighboring
 
uomen in the home vill4ge3 how to prepare the porridgc (see

0.12.). Overall, twelve percent of the women contacted roport d
 
h4ring their knowledge Aiith neighbors.
 

0.15 - In answer to a quostion about the ui-s made in their 
home vIllag of CPT literacy training, the womon rosponded an 
fo1llows
 

131 had reviewed their literacy lo33ons;
 
1% reported writing letters to friend3i
 

104 vood tneir knowledge for unspecified personal jccontino 
t4ks:
 
None of the women reportd ttsing their literacy okilil t.r 
purpoies of (wnepecified) cooperativ@ 4ccountino task3.
 

Ovorall, 414% of the womonr repoorted *,.)me pott-VC'7 acti t'.e
involving literaicy$ convorselv 761 di I nothnnc wi tf t-ij
litr4cy trlilng after the CPT pr a;csn . Their tutre4ch W44 even 
m+ore motloet. nln'd P rcer't if t"h Womon contctod pr35ort trying
to ohare their know+le* w141. n fie i otihor . Tti, -I l0a 
roiforao t0t.ring amin torve0V with a oon S follow.14A 4e~Hnt 'it 

tton ~~~ of~Ij Qn tiy tjringthe tef ~n c,:taCt fhar 

lesson#C 4 t)y1 -h ... CPT i-4'itdt$ W!I . In S A +t~vo 0!I PT gjcmrg t .. ivt noirtif + J" 

Of t he# 11 i i t v~jh va d ti) t toi 1 forl ,'ie I t -,tai 
percent roio' tod tthat F1 jin Vt);( V 0tihey i'prodIe rt 4y 

Tierall, 140 50 4ll respo roit#s 'does itti-I thdir ;3vet rtfld 



stoves. Of those wto had stoves, 
 i third had built stoves for
 
other 
women in their village* (most frequently neighbors,

followed by respondent's mothers). Thus effective 
extension (mcre

precisely, construction) efforts occurred among 
seven percent of
 
the former CPT trainees.
 

This partial survey data ua corroborated by ierorfltion
 
jbtained during interviews 
 with CPT directors at Itchiguine,

Chliwil, 
 and Kono Brt. and with women's follot-up gento at
 
Chiwil and 3oula during field visit, during 14rte 
 November and
 
oa"ly December, 1984.
 

III
 

OISCuS3$ION
 

In general the extension activitlei of women CPT r4dij4tei,
hence their proabdle impnct, in t he nro Of literacy 4ni the woo
 
of improved wood 5tovt*5 wae milna: fewer tn'n one in tan were
 
Involved in owtreich act "|tie%. Mord than j thilrd of the vo-en 
prepiared woin~ng -rridoi for thetr cn!ilrdno ut ovdr.11, OnIyil Ight 11 more thdn one In ton 012%) oh.i' d thdir .io edqe W i th 

otho vj I1lAtjd woon. 

H (i111yt t t- o n r elvtd on introtjc t, n ft rj I (rVCt, 1cooperdtive orgonliition oturing CPTl jj,#-.ay , Int rvie 
corinj CPT vIIt* oJtjot the ,acttfi1t p of th s o4ojr is 
mnimi1: wditt anrifi-)V 4 oor I tr- pdft to n4 lowi (no 

to~nol', tii 1,nt4-)l Intl It 15 M-it l trt Oi f4tra# doe4no 

~~~~~~~in__ -z~tt ~4 n ~t~t 
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The impact of CPT and (by implication) village center
 
training on the lives of women outside the domain of production

is small. In some of these areas (e.g., elementary health
 
practices; the use of improved wood stoves), positive
more 

results may be forthcoming if more effort is invested in
 
systematic follow.,up and support during and after CPT training.
 
The elements of this support exist (follow-up agents), but it is
 
insufficient in practice, for follow-up consists largely of dcts
 
collection. In other areas (e.g., literacy), little change can be
 
expected even with better follow-up because of the ongoing

contradictions within the policies of national language literacy

for rural populations, particularly women. For literacy to be
 
worthwhile after some sense of achievement during CPT training

fades, it must be functional. Because of government policy to
 
promote local organizations (cooperative structures) in rural
 
areas for purposes of input, credit, even commodity management,
 
the potential for this "functionalization" has increased, but it
 
is fa7 from being realized. And theso improvements principally
 
affect men, not women. Thus for women, the utility of nine months
 
of literacy classes is perceived as extremely limited. It should
 
be no surprise under these circumstances their interest l.evels
 
are very low, occasionally to the point of refusing to attend
 
classes, and that their learning records are generally poor. In
 
the case of women's literacy, "success" will require more than
 
better teaching methods. It will require the creation of
 
opportunity structures where literacy can serve as a useful tool,
 
not a pastime.
 

The benefits of the NOD production themes for women are far
 
from clear, and deserve careful attention. Whether or not women
 
helped with cultivation tas. in household fields managed by
 
their husbands or some other male in the paist, the survey data
 
shows that they are doing so now. The acqui-sition of large draft
 
animals by what are mostly young (therefore labor short)

households obliges women to work more in household fields, for
 
more than one person is needed to manage thet animals. The nod
 
for additional labor, thus for help from women, is greatest
 
during the cultivation (weeding) season. Thisi is also the time of
 
year when women must tend to their own plotts. In the meantime,
 
this work is added to the long list of women's tasks that mubt he
 
completed no matter what the season. Attention should be given to
 
the possibility of increased competition for household labor at
 
the expense of women's production, ai a consequence of the
 
"labor-saving" animal traction methods being promoted by the NO0.
 

Interviews carrind out during the second interim evaluation 
of U001s second phase (NOD II) during November-Decomber 1984,
like thoso carried out during the preparation of the Project 
Paper for NOO II during Octobor-November 1979, have underscored 
tha porcelved value of inorganic fertilizers among womon in tho 
project zone. In 1979, womon's accoss to fertilizir was made 
possible by indirect links to locnl credit cnoporativno through 
the membernhip of their husbands, the only persons to ba 
recognizqd as bonna fid membors. This is no longer thn case. 
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Fertilizer is now available only for cash,, Thus national poLicie3 
that seek to improve the fiscal situation of the state by 
reducing rural delbt may uork against NDD's principal goal:
improved rainfed agricultural productivity among pea-sants--men 
ond(?) uomen--in the project zone. Accoss to fertilizer on credit 
in less than bat lots should he r:3consider,-d and restor d in the 
prcject -one. 

A third ar:xi that deseirves scrutiny and regater policy 
flexibility concerns project support for small livestock 
production by women. A lare part of total smal1 liveitock 
production is the work of wormen. Unl ik, c: ttle, uhich ire 
expensive and require the production and/or purcha-sre of forage, 
simall ruMinents are nuch better athle to .eet< out p;t utJr o and 
Lrowse durino most of tee year. In addition, they can eiasily be 
fed millet wa Ishngs that restju I t du r [, n househo 1d food 
prfeu].r it ion. Thes, 3maI s lie I v 3 toc?o Co reproduce more 
frequently than cattle, and thus the po,;sIhilties for growth in 
nunbers and potent 1AI revenuA from ales Increase more quickly. 

Lnne;ly-,n ii of these;, ls at differentract ice staikin, animt 
l:iations in hotvi2hold fields during the dry smeon ,nonths adds a 
n dte(jQt quantity of organic matter to the soil in household and 
i-1Cvidual rIots. 

Tnisi-, clearly an area of interest to women in the project 
zone, It : res to produce both cash and protein with minimal 
investoent and niaint enance, is a form of irnestment having 
Jrmomtro'y good returns, and thus should provide for high rates 
of reimbursnent if seasonal credit were made available to women. 
The idea is not new in the project zone: it was considered and 
disagproved a year ago. It should be reconsidered and approved.
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