
FINAL REPORT
 

ON THE
 

EVALUATION OF
 

OPERATION HAUTE VALLEE, MALI
 

DEVELOPMENT ASOCIATES, lNC. 

' o L U - ,,-'A PA KE A L'IN GTON , V'I R G IN I, _ 2 2 0 4
 

I I -!
 

" : ' ' ' '
 
",, " ,, .' : '. : . ' ; ' ' ' ' " '. .. . .
 

2 



,.FINALREPORT
 

ON THE
 

EVALUATION OF
 

--	 L
OPERATION HAUTE VALLEEi, 


Volume 1
 

Prepared for:
 

THE U.S. AGENCY 	 FOR-INTERNATIONAL DEVELOPMENT, 
Bamako, Mali 

Under IQC No. AID/SOD/PDC-C-o3941'.!
 
Work Order No. 5 ,
 

Prepared by:
 

James L. Roush
 
DEVELOPMENT ASSOCIATES, INC.
 
2924 Columbia Pike
 
Arlington, Virginia 22204
 
Tel.: (703) 979-0100
 

Deceinber 1! 1'981
 

DEvELOPMEnT ASSOCIATES, INC. 



PREFACE 

Section 4.2. Covenants, Item (k)of the Project Grant Agreement for the Operation
 

Haute Vallee project provides for evaluations as follows:
 

"The parties agree to establish an evaluation program as part of this project.

A joint evaluation, unless otherwise agreed in writing, will take place in 1980
 
and every subsequent year of the project, and will take place at the project
 
site at a time deemed appropriate for a thorough review and analysis of (i)
 
progress toward attainment of project objectives; (ii)identification and/or
 
evaluation of problem areas or constraints; (iii) options for resolution of
 
problem areas identified; and (iv)evaluation, to the extent feasible, of the
 
overall development impact of the project."
 

No evaluation was carried out in 1980, although planning for such an evaluation
 

was initiated. A scope of work for the evaluation was cabled to AID/Washington in
 
March 1981 -- see excerpt of Bamako 1314 attached at Annex A. Subsequently, it
 

was decided to add an expert to review the proposal for the health component -­

funds were allocated in the project budget for a health component, but a precise
 

activity was to be developed after the project was initiated. After several
 
delays, an August 1981 starting date for the evaluation was established.
 

Although itwas to be a joint evaluation, no GRM (Government of the Republic of
 

Mali) personnel participated in the formulation of the scope of work. However,
 

employees of the Institute of Rural Economy (IER) of the Ministry of Agriculture
 

were designated to participate in the evaluation as members of the evaluation
 

team. The head of the IER group (M.Samake) also served on the liaison committee
 

for the evaluation. The liaison committee, which facilitated and monitored the
 

evaluation, also included the Director of the Operation Haute Vallee -- the imple­

menting organization (M.Kante), the acting Chief of Party (Mr. Schmidt) of the
 

technical assistance contractor (Louis Berger International, Inc. --LBII), the
 

chief of the Design and Evaluation Office (Mr. Shoemaker) of the U.S. AID mission
 

(USAID) and the acting USAID Project Officer for the Haute Vallee project (M.
 

Toure).
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The evaluation consisted of 13 people drawn from five organizations: 

Development Associates, Inc. (contractor) - Mr. Roush, Mr. Goodrich
 
Multinational Agricultural Systems, Inc. (MASI-contractor) - Mr. Cooper

AID Regional Office in Abidjan (REDSO) - Ms. Stier, Messrs. Bronson, Anders
 

and El dredge

Institute of Rural Economy (IER) - Mme. Sy, M. Samake, M. Traore
 
USAID - Ms. DuRette, Messrs. Hall and Jacobs
 

The USAID had established nine areas of analysis, and the team members were
 
assigned to these areas. Mr. Roush, whose contract provided for him to write the
 
draft evaluation report, was made team coordinator in addition to other respon,;i­
bilities. Mr. Cooper was sent home because of a lack of French and M. Traore made 
no substantive contribution. Thus, the assignments by areas of analysis, exclud­
ing Cooper and Traore, were as follows:
 

Management/Information Systems - Roush
 
Financial Management - Jacobs, Roush, Goodrich
 
Credit Program - Roush, Sy, Samake
 
Sociological - Stier
 
Technical Agricultural - Bronson, Anders
 
Engineering - Anders, Eldredge
 
Health Sector - Goodrich, Samake
 
Economic - Samake, Hall
 
Human Resources (Literacy & Training) - DuRette
 
(Note: Jacobs and DuRette were assisted by USAID Malian employees Adama
 

Traore and Abdoul Diallo, respectively.)
 

The preparation of the report was delayed because: (a)all team members were not
 
in Bamako concurrently; (b)some team members were unable to prepare their reports
 
before leaving Bamako; (c)one team member was ill and was unable to submit his
 
report until early November; (d)reports had to be distributed in both French and 
English and translating services were not always timely and accurate; (e)typing 
and reproduction services were inadequate; and (f) the team coordinator had to 
leave a week early because of illness in his family. The result was that the
 
draft report was prepared in the U.S. and sent in sections to Bamako for transla­
tion and distribution. To expedite the preparation of a final report, the team
 
coordinator and writer of the report returned to Bamako November 23-December 4,
 
1981 to obtain comments on the draft report, gather additional data as necessary, 
obtain French versions of the report, etc. Both the English and the French ver­
sions of the final report were prepared in the U.S.
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EXECUTIVE SUMMARY
 

Project Setting
 

The site of the Operation Haute Vallee project is the upper reaches of the Niger
 
Valley (referred to in French as the Haute Vallee). The organization responsible 
for project finplementation isthe Operation Haute Vallee, a semi-autonomous agency
 
of the Government of Mali (GRM) under the Ministry of Agriculture. The Operation
 
(OHV) is responsible for coordinating and promoting the integrated development of
 

the Haute Vallee region. 

The Haute Vallee project area covers about 13,800 km2 and lies on both sides of 
the Niger River between Bamako and the Guinea border. Although the capital city 
of Bamako falls within the area, the city and its environs are excluded from the 
project area. On the left bank of the Niger River, a plain, dissected during the 
rainy season by numerous streams, slopes gently to the river. On the right bank, 
there is a well-defined terrace above the flood plain. About 35 percent of the
 

area's soils are suitable for agriculture.
 

The population of the project area at the inception of the project totaled about
 
211,000. Population density was low, averaging 12 persons/km2. About 94 percent
 
of the total population was engaged in agriculture, and the people lived inover
 
200 rural villages and several small towns.- The 1977 "Socio-economic study of the
 
Haute Vallee" by the GRM Institute of Rural Economy (IER) showed that there were
 
about 16,000 farm families in the project area. The IER study indicated the fol­

lowing concerning the average farm family in the Haute Vallee:
 

9 Average about 12 hectares each, with about 5 hectares cultivated;
 

e Cereals (paddy, millet,, sorghum, maize) took up 75 percent of the cultivated
 
hectarage; and 

* Cash crops (mainly peanuts,;cotton and tobacco) covered:;approximately 22 per­
cent of cultivated hecterage.
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Project Funding
 

AID Authorization: $18,395,000 'Malian Contribution: 46,917,000*
 
(September 1978) 

*Of Which $2.2 million is in kind
 
AID Obligations: FY 1978 -- $ 500,000 

1979 -- 4,532,000 
1980 -- 3,150,000 
1981 -- 3,730,000
 

Cumulative Obligations -- 11,912,00 -- 65% of project budget
 
Of which: Earmarked 9,600,000 -- 81% of obligations
 

Expended 6,870,000 -- 58% of obligations 

Revised Budget as of 7/31/81
 ($Millions)
 
Technical Assistance/Studies $ 3.7
 
Training 0.7
 
Equipment/Commodities 3.8
 
Construction 5.1
 

Road rehabilitation (2.9)
 
Buildings (1.0)
 
Bancoumana polder rehabilitation (12)
 

Agricultural Credit 1. 8
 
OHV Operating Costs 1.8
 
Health 0.5.
 
Contingencies/Inflation (not yet allocated) 1.1
 

TOTAL ST".4
 

Project Goal and Purpose 

Sector Goal: Improve incomes and the quality of life.of the,rural poor'in the 

Haute Vallee area. 

Project Purpose: Increase food crop.productivity, production and marketing in 

the Haute Vallee. 

End of Project Status: One-eighth of the Haute Vallee farm families (i.e.,
 

2,000 families) will have been introduced to improved technology and will have
 

increased food crop productivity, production and marketing; and better support
 

systems for agriculture, functional literacy, health and transport services
 

and facilities will be in place. 

The Project Paper stated that the proposed project really was 'a10-year project. 

However, because of AID regulations, it was divided into two phases, and objec­

tives and targets were established for Phase I,the current project.; 
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Project Strategy 

Perhaps because of the complexity of the project, a project strategy was not
 

clearly enunciated in the Project Paper. Seven project components were decided
 

upon which were to be complementary in bringing about increased food production
 

by largely subsistence farmers: 

# Animal traction -- to increase productivity 

* 	Improved irrigation (Bancoumana)- to increase rice production, 

o 	Credit -- to expand access to basic agricultural technology 

@ 	Road rehabilitation and upgrading -- to ensure that increased- agricultural 
production could be marketed 

e Disease control -- to improve labor efficiency and the, general we fare 

e Functional literacy -- to facilitate access to agricultural information and 
improve the general welfare 

e 	Support for OHV -- in crop research to support increased agricultural
 
productivity and in administration to insure that OHV could manage the
 
increased program
 

Two components were considered critical to the achievement of the project's over­

all objectives: roads and credit. Inaddition, the designers were concerned 

about the management burden being placed on OHV and the USAID, and urged a phasing 

of project activities and the tailoring of the level of assistance to the capaci­

ties of the farmers of the region and the OHV. Significant levels of management 

training and technical assistance were also recommended to deal with the lack of 

management expertise. There was also concern about OHV's financial viability, and 

a 	study was planned to explore possibilities for increasing OHV revenues. 

The first chief of party of the technical assistance contractor (Louis Berger 

International, Inc. -- LBII) provided a Focus for the project:,, animal traction­

based farm improvement centered on pilot farmers who would agree to follow OHV's 

agronomic and cultivation practices recommendations in returns for credit to­

finance the purchase of oxen and farm equipment as needed, as well as production 

inputs. 

However, he tried to make up for lost time by using non-Malian data in his com­

puter program and trying to end run the OHV procurement system; he was unable or
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unwilling to communicate his ideas to OHV senior staff. The result was that he
 

was removed, and there was a hiatus for a period of a few months. Gradually, the
 

technical assistance team has begun to try to reformulate a project strategy.
 

Nevertheless, no project strategy has been articulated, let alone agreed to by OHV
 

and USAIDe
 

Recommendation: That OHV and USAID establish long-term project goals and develop
 
a medium-term strategy and implementation plan for the project (No. 1, II.B).-


Section II.C. offers ideas on: (a)long-term priorities; (b)elements of a
 
medium-term project strategy and plan; and (c)how to organize and conduct the
 
planning process to develop a more operational plan.
 

Reconciling Project Priorities 

One of the reasons for the lack of an agreed strategy is that the objectives and
 

priorities of OHV and USAID have been different. For example, OHV's main source
 

of income has been, and continues to be, the fees it receives from other state
 

enterprises for the commercialization of cash crops (cotton, tobacco and peanuts).
 

There is a single ultimate buyer of cotton, a state monopoly. Thus, OHV's inter­

est has been to promote the production of cotton, the only crop it could be sure
 

of marketing at harvest time. OHV also has earned money from distributing farm
 

inputs, generally on credit. To ensure repayment, the farmer needs a cash crop.
 

Hence, OHV was led once again to cotton. OHV could recoup its loan when it pur­

chased the farmer's cotton, minimizing the risk of default on the loans extended.
 

The purpose of the AID project, on the other hand, was to increase the production
 

of cereals -- especially iillet-sorghum. The project designers projected an
 

increase in the area planted to food crops, particularly millet-sorhum and rice,
 

and some increase inyields. Expanding the area farmed and obtaining higher
 

yields would increase the requirement for a greater investment in weed control.
 

I/Only the principal recommendations will be repeated in the Executive Summary.
 
The number of the recommendation and the section of the report in which it is
 
presented will be indicated inparentheses.
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This would lead to a considerable expansion of the use of animal traction for 

weeding. This in turn meant there would be a need for credit to finance the 

purchase of oxen and small scale mechanized equipment and a cash crop to repay
 

the loan. Thus, some expansion incotton production was probably seen as
 

necessary at the outset of the project, but this was supposed to change during
 

the course of the project. 

The Project Paper called for a credit specialist on the technical assistance team,
 

and for the introduction of a revised and more liberal credit system by the third
 

year of'the project. Potentially of even more importance was the plan to do a 

detailed study of OHV operations with a view to recommending a program for in­

creasing OHV's revenues. The road component was also expected to lead to improved 

access to markets by the farmers -- free markets where the farmer could expect to 

obtain higher prices and become more independent of OHV marketing arrangements and 

GRM price policies. 

Unfortunately, the OHV dropped the credit specialist from the technical assistance 

i'team before the contract was signed, and the proposed study of the credit system j 
land its re-vamping has not taken place. The study for improving the OHV revenue
Itructure also has not been undertaken. The road rehabilitation program has been 

delayed. Consequently, the basic position of OHV has not changed, and it neces­

sarily is still heavily oriented toward the production of cotton. 

On the positive side, there has been a considerable increase in the production of 

corn, in part facilitated by OHV activities, but largely due to increases in the 

price of corn on the parallel market. This new development, coupled withthe in­

creasing availability of technological interventions that-potentially can increase 

food grain production dramatically, increases the importance of the project to the 
GRM. This can lead to policy changes that will permit OHV to change its modus 

operandi. 

Some recent policy-related events further increase the chances for a harmonization 

of project objectives. Policy statements in the new five-year plan indicate that 

there is going to be increasing reliance on private enterprise and more liberal 

market arrangements. The GRM has initiated the process of de-controlling cereal 

prices. It has already abolished some parastatals and taken steps to convert 

DEVELOPMENT ASSOCIATES, INC. 

xi.. 



others to mixed private-government ownership. With IBRD/IDA financing, the GRM
 

is launching a six-month study of all of the "Operations" to determine whether and
 

how they can become self-supporting organizations--if there is a rationale for
 

their continued existence.
 

To 	support the joint planning recommended above, to expedite the harmonization of
 

OHV-USAID objectives and to enhance the chances of a successful project, it has
 

been recommended that:
 

--	 Short-term technical assistance be recruited to study ways of increasing OHV 
revenue and improving OHV's financial structure, to up-grade OHV planning 
and financial management and to improve OHV logistical performance (No. 37 
--	IV.B.; No. 28 -- IV.A.);
 

--	 The GRM minister of agriculture and the USAID director become more actively 
involved in reviewing project planning and implementation (No. 39 and 40 --
VI; No. 34 -- IV.A.); and 

--	 The credit program be re-oriented and re-structured and be made more eff-1­
cient (No. 3, No. 4, No. 5, No. 6 -- III.C.). 

Project Implementation/Progress By Project Component
 

The Project Grant Agreement was signed within the same month the project was
 

approved (September 1978), but virtually nothing has been on time since. Most
 

proposed activities are one to two years behind schedule due to various factors:
 

AID red tape and procurement delays; inadequately trained OHV managers, exacer­

bated by an insufficient use of technical assistance; poor contractor performance;
 

deviations from project design; grossly inadequate project management by USAID,
 

reflecting inpart AID/Washington (AID/W) inability or unwillingness to provide
 

qualified personnel; and faulty assumptions in the Project Paper.
 

The highlights of the findings and recommendations regarding the seven project
 

components are given below:
 

T. 	Animal Traction 

The Project Grant Agreement called for the constructionof eight animal
 

traction centers over five.years. The centers were to serve for training, 

research and the provision of farm support services (animal care, 
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production and/or repair of farm equipment, and stocking of supplies and
 

spare arts, etc.). OHV built four centers in the first year of the pro-


Ject, then virtually abandoned them. The principal activity has been the
 

purchase and sale on credit of work oxen (80 pairs in 1981).
 

Recommendation: That an integrated animal traction program be prepared,
 
includingsuggestions for the use of the already constructed centers. (No.
 
2 -- II.B.)
 

2. Credit
 

The project designers considered the provision of credit as one of the two
 

most crucial components of the project (the other was roads). Itwas felt
 

necessary to make credit terms easier for the purchase of farm equipment, to
 

permit credit to be made available to purchase work oxen and to raise inter­

est rates so that the credit fund would not decapitalize. These steps were
 

to be undertaken on a modest basis immediately while a long-term crerit ad­

visor, who was to be part of the technical assistance team, would arrange
 

for a detailed study of the system. A new system was to be instituted by
 

year three of the project.
 

Credit for work oxen was initiated inyear two, but the other changes were
 

not attempted until year three. Even then, the changes, which were
 

insisted upon by USAID, were not thought through s',fficiently, were based
 

on incorrect assumptions about field conditions and were issued too late in
 

the crop season. Furthermore, the evaluation team found that OHV's
 

instructions to its field personnel did not correspond to the Project
 

Implementation Letter, and the field reality did not correspond to OHV's
 

instructions and assumptions. Thus, the structure of the credit system
 
The system ,;.
still needs to be modified; the current system is not solvent. 


of management of the credit program is grossly inadequate -- in Bamako and
 

_Jm the field. _7
 

Recommendation: That USAID do a financial review or request an audit of 
the use of agricultural credit funds; that USAID make no further funds 
available for the credit fund until a number of specified actions are taken 
(No. 3, No. 4 -- III.C.). 
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3. Faro-to-Market Roads Rehabilitation 

The project calls for improving 203 kilometers of existing roads and tracks 

to Class B all-weather standards, including laterite surfacing, and making 

minimal improvements in another 195 kilometers -- some grading and install­

ing of drainage structures. Within one year after execution of the Project 
Agreement, the GRM was to identify a satisfactory source of funding from its 

revenues for funding the maintenance of the roads improved under the pro-

Ject.
 

A decision was made to build all roads to a Class B standard, although no
 

analysis was made indicating the impact on the number of kilometers of roads
 

that could be rehabilitated during the project period or the impact on the
 

project budget. Road priorities also were changed, and there is no documen­

tation indicating the basis for the change. There have been serious imple­

mentation deleys, the major causes being the delays in equipment procurement 

(an AID responsibility) and the inadequacy of the International Harvester 

equipment (AID/Washington insisted that it be purchased) and the lack of 

back-up support for the equipment. 

Additional delays seem likely unless there is improved planning, a better
 

arrangement made for obtaining spare parts, particularly for IH vehicles and
 

equipment, and agreed procedures are established for advancing USAID funds
 

to the public works road construction brigade.
 

No source of funding has been identified for road maintenance, and no dis­

cussions have taken place with responsible GRM authorities on the subject. 

This is not serious yet, because no roads will be needing maintenance until 

late 1982/early 1983. The 45 kilometers of roads constructed in 1981 will 

have to be somewhat re-worked in 1982 because drainage materials were not 

available in 1981 in time for installation before the onset of the rainy 

season. 

Recommec.dation: That the USAID engineer position not be dropped for at 
least a year; that some operational decisions and actions be taken to 
insure a fuli season of work in 1981/82; that USAID initiate a dialogue 
with the GRM within six months to resolve the road maintenance problem; and 
that no road construction be financed in 1983 if a road maintenance 
strategy and plan has not been developed prior to that time (No. 8, No. 9, 
No. 10, No. 11 -- III.D.). 
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4. Disease Control 

The Project Paper called for a detailed design for a "limited health inter­

vention" in the project zone. The design was not completed until February 

1981. The health member of the evaluation team made some suggestions for 

improving the managerial aspects of the project. However, the USAID is
 

still concerned about its own managerwint workload and may not be willing to
 

go ahead with the health activity unless a U.S. private voluntary organiza­

tion is prepared to implement the program. One of the principal activities 

of the project is the rehabilitation of the Bancoumana polder to permit in­

creased irrigated farming of rice. This was one of the reasons for includ­

ing a health component in the project. It seems prudent for the USAID as a 

minimum to utilize some of the funds allocated for health to gather informa­

tion about the health conditions of the irrigation farmers at Bancoumana 

(No. 13 -- III.E.). 

S. Functional Literacy 

The Project Grant Agreement calls for the establishment of 100 functional
 

literacy centers in villages in the project area, with 25 of the centers
 

offering classes for women only. Materials used in the centers were to be
 

on agricultural and health themes suggested by OHV extension agents.
 

The establishment of centers is ahiad of schedule, although a number of the 

centers have closed. The goals of providing greater support to OHV exten­

sion and credit activities and increasing classes for women have not been
 

achieved. Neither OHV nor USAID management have devoted much attention to
 

the content or progress of the activity. DNAFLA, the GRM functional liter­

acy organization in the Ministry of Education, evaluated the activity in 

1980 ani expressed dissatisfaction with the program. The OHV has done 

little in the interim in the way of corrective action.
 

Recommendation: That USAID suspend support to the functional literacy
 
activity at the end of 1982 unless a number of specific corrective actions
 
are taken; and that better linkages be established between OHV, USAID and
 
DNAFLA for planning, implementing and monitoring the activity (No. 14, No.
15 -- III.F.). 
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6. Irrigation Improvement and Polder Rehabilitation at Bancoumana
 

The Bancoumana polder irrigation system is located in the flood zone of the
 

Niger River about 60 km from Bamako. It is farmed by 160 farm families and
 

supports 2,000 people. The polder was poorly designed, and water levels
 

are unequal in its existing 540 hectares. As a result, good water manage­

ment has been next to impossible. Yields are poor (only 0.8 tons/hectare);
 

average yields of 3 tons per hectare should be obtainable. The activities
 

necessary for rehabilitation and extension of the polder system are:
 

s 	repair and reconstruction of the perimeter dike to the necessary crest
 

level of 20 cm. above the estimated 100 year flood level;
 

e 	 repair and reconditioning of all control gates; 

* 	cleaning and shaping of canals; 

# cleaning and extension of the drainage system; and
 

e 	leveling of the farmers' plots. 

It was assumed that the leveling and rehabilitation of the individual farm 

plots and the rehabilitation of secondary and tertiary canals could be 

carried out by the farmers themselves using animal traction. Thus, the 

project was to rehabilitate the main canal and to level and rehabilitate 

only 100 hectare:; of farm area which could be used as a demonstration 

area. Funds from the Credit Fund were to be used to help the farmers 

finance the purchase of oxen and equipment needed for the rest of the
 

work. Unfortunately, the assumption regarding the use of animal traction 

was invalid because of the small size, weight and pulling force of N'Dama 

oxen--about two-thirds the strength of the Asian breeds--and the heavy 

hydromorphic gleysoifs to be wurked. Now, when construction is about to 

begin, the USAID and OHV are faced wih a large portion of the project's 

funds being required 'o rehabilitate the polder, but only 100 of the 550 

hectares of farm land will be put into cultivation and no funding is in 

sight for the leveling and preparation of the other 450 hectares. 

There has been extensive delay in the planning of this activity. However, 

as of August 1981, final engineering plans were almost completed. The OHV 

contract with OTER, a GRM construction agency, had been drafted. A start 
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of construction was planned for January 1982 with 50-100 hectares to'be 

ready for farming by May 1982. 

Although the planning for the construction activity iscomplete, there is
 

little evidence of planning for the agricultural side of the activity. Few
 

of the farmers in the area have the necessary oxen and equipment to carry 

out the improved practices that will become feasible. There is a need for
 

special training of the extension agents, an intensive fanner education
 

program and training of farmers in the use of animal traction equipment. 

In addition, the farmers of the polder have yet to agree to the terms of 

the contract for the management and maintenance of the polder and the set
 

of water charges that OHV has prepared. 

Recommendation: That the USAID Director not approve the contract for the
 
construction work at Bancoumana until OHV has submitted a satisfactory 
agricultural plan and USAID has established that the farmers at Bancoumana
 
have approved all the plans for the polder. Also that OHV request the 
technical assistance contractor to prepare a work plan by July 1982 for 
completing the rehabilitation of the other 450 hectares in the polder (No. 
16, No. 17 -- III.G.). 

7.Administrative Support to OHV
 

The Project Grant Agreement provides the following:
 

"The project will assist OHV in a number of ways so that its
 
effectiveness as a conduit of improved technology will be greatly 
enhanced. This assistance will be in several forms: (1) training abroad 
and in-country for numerous OHV agents; (2) provision of long-term 
expatriate specialists in credit, crops, animal traction, rice 
production, financial management and administration; (3) provision of 
five 10-ton trucks; (4) construction of headquarters building; (5) a 
minimal expansion of six field offices; (6) construction of four small 
warehouses; (7)provision of equipment and technical advisors to OHV to 
improve the operation of the vehicle garage; (8)an increase in the 
number of OHV's vehicles; and (9)provision of mobylettes for field 
agents, the cost of which will be repayable to OHV so as to ensure the 
replacement of their mobyl ettes.m 

In addition, USAID has financed a base-line survey of the project area and 

provided funding for maintenance and other operating costs. 
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Primarily because of site changes, the construction of the headquarters 

building has been delayed--the contract was signed in August 1981, two 

years late. The cost also went from $193,000 to $600,000 because of 

changes in design--two-story vs. the original one-story plan. The 

construction of a new garage for OHV was added to this project component.
 

The contract for construction was expected to be awarded before the end of 

1981. There are no firm plans for construction of field facilities. 

Most of the equipment and vehicles have been procured, but considerably, 

behind schedule. The procurement of vehicles was a particular problem. 

The AID/W insistence on buying the International Harvester vehicles has 

been very costly--particularly in terms of the efficiency and effectiveness 

of the project. A discussion of the procurement problems in Mali and
 

suggestions for reducing some of the delays were provided in the Roush
 

report on USAID technical assistance inMali.- 1/ 

The technical assistance contract with Louis Berger International, Inc.
 

(LBII) was not signed until one year after the signature of the Project 

Grant Agreement. The first members of the LBII team to arrive did not have 

adequate housing, office facilities or vehicles for a number of months. 

The first chief of party had his concepts of what the project should be and 

tried very hard to carry them out. In the process, he did not attend 

sufficiently to his duties as chief of his team. Neither was ha able to
 

establish good working relations with his counterpart, the Director of 

OHV. He was removed as chief of party in August 1980, approximately one 

year after the signature of the contract. The administrative officer was 

made acting chief of party and has remained so -- although the Director of 

OHV requested that he be made permanent chief of party and that a senior 

agricultural officer be recruited to serve in a new technical coordinator 

position which would replace one of the agronomist positions. 

I/Roush, James L., Development is a Joint Effort: Discussion Paper on 
Improving the Effectiveness of USAI-Funded Technical Assistance to Mali, 
USAIO/Mali, December 15, 1980. 
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The Project Agreement called for long term experts in credit, crops 

(agronomist), animal traction, rice production, financial management and 
administration (chief of party). Although included in the Request for 
Proposal, the credit advisor was dropped by the Director of OHV in the 

contract negotiations. The Agreement also provided for the services of an 
engineer and an equipment maintenance/spare parts expert for work on the 
road construction activity. There has been dissatisfaction expressed by 
the Director of OHV with various members of the LBII team, and an 

agronomist and an engineer have been replaced -- as well as the first chief 
of party. 

The utilization of the contract team by OHV has not been optimal. This 

appears to reflect a lack of experience by the Director in using technical 

assistance, the unfortunate situation revolving around the first chief of 
party, and inadequate support, guidance and monitoring by USAID. Since the 

departure of the first chief of party, relationships have gradually 
improved, and there is greater use being made of the team. However, the 
team needs to be more effectively integrated into the OHV operation. This 

will be difficult until the team's offices can be co-located with the rest 

of OHV. 

The contractor's performance has been disappointing in terms of the initial 

disregard for the approved project design, the capabilities and attitudes 

of some of the personnel recruited for the project and the paucity of 
assistance provided to OHV in general planning and management 
improvements. The latter has been increasing in recent months, 

particularly in the financial management of AID resources, but will 
continue to be limited until the Chief of Party position is filled with a 

highly qualified, experienced executive and/or greater use is made of 

short-term technical assistance. 

Recommendation: That the Chief of Party and Agricultural Credit Advisor 
positions be filled and the administrative officer position be up-graded;
that greater use be made of short term technical experts (No. 20, No. 21 --
III. H.). 
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There have been serious delays in sending personnel for long term training,
 

in part because of a lack of English proficiency among potential candidates.
 

The limited amount of short-term training would appear to reflect
 

inadequate planning and insufficient attention being given to training by
 

OHV management, USAID and the technical assistance contractor. A revised
 

training plan should be prepared for the project taking into account the
 

recommendations in this report and the medium term project strategy and
 

implementation plan to be developed.
 

Management of Project Implementation
 

As indicated above, each of the project components is behind schedule, some
 

considerably so. The immediately obvious reasons for the delays are given
 

in the Section III presentations. InSection IV,Project Management, the
 

more fundamental problems or issues underlying those reasons are analyzed
 

and suggestions and recommendations made for improving project
 

implementation and financial management in the future.
 

The more basic problems contributing to poor project implementation
 

performance discussed inSection IVare:
 

1. Frequent deviations from original plans;
 
2. Inadequate and ineffective planning; 
3. Insufficient use of technical assistance;
 
4. Inadequate and ineffective systems for monitoring project perfomance; 
5. Poor collaboration and communication; and
 
6. Lack of training and orientation in effective managementtechni'ques. 

The principal recommendations made for improving the management of proJect
 

'.Implementation include the following:
 

-- That annual and quarterly work plans be prepared for ai..project 
components (No. 27 -- IV.A. 2.); 

-- That OHV request short term assistance from LBII in 
-- IV. A. 2.); 

planning (No. 28 

-- That OHV and USAID establish a project monitoring system (No. 31, 
32 -- IV. A. 4.); 

No. 
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-- That more meetings be held to review project progress, including 
periodic reviews by the Minister of Agriculture and the USAID Director 
(No. 33, No. 34 -- IV. A. 4.); 

-- That OHV and USAID make a greater effort to foster a spirit of 
cooperation and collaboration and to improve communications among the 
project administrators, technical assistance experts, USAID and the 
farmers (No. 35 -- IV.A. 5.); and 

-- That USAID support the establishment of an in-country management 
training program along the lines of the Denver Research Institute 
proposal submitted to USAID in mid 1979 (No. 36 -- IV. A. 6.). 

Financial Management
 

The management of both AID and non-AID financial resources available to the
 
project was reviewed because the financial viability of OHV is essential to
 
the success of the project as it has been designed. Furthermore, there are
 
indications that OHV has used AID resources to cover periodic shortfalls in
 
its current operating funds.
 

OHV's financial management system has shortcomings and needs substantial.,
 
improvement in each of the following:
 

e Procedures for establishing annual and quarterly budgets and monitoring
 
adherence to the budgets;
 

* 	Procedures for controlling the flow of funds (receipts and 
disbursements) and the control of commodities purchased by or donated 
to the organization; 

9 	An accounting system for the receipts and disbursements of funds which
 
supports the budgeting and funds control sub-systems; and 

* 	A financial management inforniation system based on the foregoing sub­
systems which provides management with periodic reports to guide its 
financial decisions. 

Specific recommendations to effect these improvements include the following:
 

--	 That short term technical assistance be utilized to: (a) strengthen 
the OHV accounting and financial information system; (b)develop 
improved procedures for procurement planning and for the purchasing, 
distribution and inventory control of commodities; and (c) study ways 
of increasing OHV revenues (No. 37 -- IV.B.); 

--	 That OHV recruit a more highly qualified chief financial officer (No. 
38 -- IV. B.). 
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Validity of Project Design
 

This part of the report (Chapter V) looks at the likelihood that project 

outputs will be obtained and the project purpose achieved and then 

critiques the economic, technical, social, administrative and financial
 

feasibility analyses of the Project Paper. 

There clearly will be shortfalls in obtaining project outputs. Probable 

shortfalls which stem from faulty technical assumptions or inadequate 

attention to design include Bancoumana polder rehabilitation, training to
 

some extent and the overhaul of the credit system. The basic design was
 

not followed in the following activities: literacy (on the qualitative
 

side), road rehabilitation (i.e.., trails improvement was dropped), animal
 

traction. Other activities showing shortfalls reflect primarily poor 
implementation. Poor implementation is also evident in the foregoing
 

activities, but in those activities it appears not to have been as critical 

to lack of progress as faulty design or disregard of design. 

There will likely be a shortfall in the achievement of the Project Purpose, 

although not necessarily in relation to the shortfall in project outputs 

because some of the outputs are marginal to achieving the End of Project 
Status projected. The shortfall can be minimized if the project 

authorities give high priority to the most crucial elements of project 

success:
 

a. A re-structured, liberalized and more efficient credit system; 

b. A substantially improved OHV performance, particularly with regard to:
 
(1) the dissemination of test results of new technological 
innovations; and (2) the delivery of production inputs, agricultural 
machinery and work oxen;
 

c. A better OHV financial structure, and improved management by OHV to
 

ensure the foregoing; 

d. Improved marketing possibilies for farmers; and 

e. Greater and better use of animal traction. 

DEVELOPMENT ASSOCIATES, INC. 
xxii
 



The internal rate of return calculated for the project was a very modest
 

eight percent. Besides some conservative technical assumptions, the
 

designers projected a very small gain in yields for sorghum/millet, no
 

change incorn (maize) production, no increase in areas planted to rice 

outside of the Bancoumana polder and no improvement in the ratio between 

input costs and output prices. There have been very positive changes in 

all .of the above, so itwould appear that the internal rate of return will 

be considerably better than projected. Clearly part of the improvement is 

due to changes in relative factor prices, but project activities or 

project-supported activities have made significant contributions. The 

balance of payments impact of the project is also likely to be more 

favorable than projected. The financial position of OHV, however, remains
 

critical. 

Lessons Learned 

The Lessons Learned chapter (Chapter VII) offers suggestions and
 

recommendations which flow from an analysis of the evaluation findings and 

the December 1980 Roush study of technical assistance activities in Mali 

(previously cited). Only those suggestions which would require action by 

AID/Washington or at the ministerial level of the GRM are summarized in 

this Executive Summary. 

1. Improving Collaboration and Communication 

a. In Project Design 

One way to improve collaboration in the project design process would 

be to modify the composition of design teams. More direct 

participation in project design by USAID and the projected host 
country implementation agency is needed, but this is not likely giver, 

personnel restraints on both sides. Therefore, the expatriate element
 

of the design team should include individuals with management/ 

management information, financial, logistics, manpower planning and ­

personnel development experience who can test the implementation
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feasibility of the proposed technical plan. Host countries should be 
encouraged to establish central project design and evaluation units 
which could participate in expatriate-funded design and evaluation 
teams and insure that the aspects of the local cultural, social and 
political environment are factored into the analyses. AID should help 
foster and strengthen such units by: (a) supporting the creation of 
services similar to AID's Development Information Service; (b) 
training greater numbers of host country personnel in the design and 
evaluation concepts developed by AID and now used by many other 
donors; and (c) insisting that USAIDs seek out and incorporate in 
design teams host country personnel experienced in design and 

evaluation. 

It is usually fairly easy to obtain agreement between host country 
officials and USAID project design personnel on the general objectives 
of a project, but there frequently is not a meeting of minds on how 
those objectives are to be accomplished. Often this results in an 
unrealistic implementation plan. Two changes in the AID project 
design and approval -rocess could help this situation: 

1) 	 AID should make clear that its project approval is binding on the 
general objectives of the project, but leave considerable latitude 
to USAID and the host country on how the objectives are 
achieved--while insisting on a good monitoring system; and 

2) 	 The implementation process should provide for the joint 
preparation at the time of, but prior to, the signing of the 
Project Agreement of a more detailed life-of-project 
implementation plan, with detailed work plans for the first year 

and procedures for reviewing ane! up-dating the plan. Detailed 
financial and other operational procedures, at least for the first 
project with an agency or organization, should be worked out and 
tested for feasibility before the Project Agreement is signed--not 
presented in the first Project Implementation Letter as is now the 

practice.
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The foregoing implies that AID/Washington will cease and desist in
 

some of its most consistent actions which probably are the greatest

contributors to poorly implemented projects: pressuring USAIDs for
 

rapid development of new projects, speedy obligation of funds and
 

early initiation of disbursements. It is well recognized that an
 

extremely high pipeline can provide the Congress with an excuse for
 

reducing foreign assistance appropriations. It is suggested, however, 

that one of the most important contributors to AID's high pipeline is 

the obligation of funds before enough of the "hows" of implementing 

projects have been worked out collaboratively, and the foregoing AID/W 

pressures are the principal cause for such premature action. 

Therefore, it is important that AID accept the utility of allowing 

missions more flexibility in the timing of the signing of Project 

Agreements and explain to Congress the rationale for the change in the 

process. 

Inpart because of limited collaboration, inadequate attention is
 

given by AID planners to the interests and motivations of the project 

implementers and the factors in the cultural an social environment 

that may discourage initiative, encourage or facilitate practices in 

resource management that are unacceptable to AID or cause the 

personnel of the implementing agency to be uninterested in, or 

negative toward the involvement of intended recipients in the project. 

To deal with the foregoing types of issues, AID might look at the 

approval process of individual projects and also undertake some 

research related to the general problem of dealing adequately with 

cultural and social factors. 

With regard to individual projects, there is need for an analysis in 

Project Papers of the social/cultural/political problems directly 

impacting on the feasibility of project implementation. The Social 

Soundness analysis section of Project Papers usually deals only with 

the possibility of insuring that the intended beneficiaries of the 
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project will indeed benefit from the project, and the Implementation
 

section deals mostly with the staffing, structure and track record of 
the implementing agency. It is suggested that AID provide for a 
classified presentation of cultural/social/political factors and any 

other issues that could impact seriously on the implementation of the 

project. 

In terms of the broader problem, a comprehensive study of the 

principal types of social/cultural/political problems encountered in 
the implementation of international development projects could 
identify the most persistent problems, evaluate the various means 

attempted to overcome or circumvent them and develop some guidelines 
for dealing with at least some of the problems. As a complement to 
the foregoing study, an effort should be made to identify any 
countries which have overcome the most serious social or cultural 
impediments to effective project implementation and determine the 

factors which appear to have contributed most to the changed 
istuation. This might lead to new program or training activities or 
to the convening of seminars to discuss the findings. 

b. In Project Implementation, Monitoring and Re-Planning 

Recommendations for improving in-progress project planning and project 
monitoring and for other actions for improving project implementation 

are included in Chapter IV and in the previously cited Roush report 
(Sections IV and V). It would be in the interest of the GRM to 
implement a number of those recommendations in other GRM development
 

projects. In addition, it is suggested that AID incorporate the
 

recommendations, as appropriate, in its Handbook chapters and training
 

programs on project implementation. Furthermore, the Handbook chapter 
dealing with Project Agreements should require that Project Agreements
 

include: 

e those portions of the Project Paper that both parties agree are
 
important to follow in project implementation; 
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e 	 a requirement for joint reviews of project implementation and 
joint approval of annual work plans and budgets; and 

e 	 a provision that Project Implementation Letters will be the 
official project documentation and will be used specifically to
 
formalize approval of annual work plans and changes in the 
overall implementation plan or annual work plans. 

2. Making Project Management More Effective--the People Factor 

A 	number of recommendations for improving project direction and
 

management were made in Secticn IV above and in Section V of the
 

previously cited Roush assessment of USAID-funded technical assistance
 

activities in Mali. The latter section, especially, includes 

recommendations which have relevance for a number of USAID-financed 

activities and probably for non-AID financed projects in Mali as well. 

In addition, some of the recommendations are believed to have relevance 

for AID projects and programs in other countries, especially in French­

speaking West Africa. It is recommended, therefore, that both the GRM 

and AID/Washington review the two sections for general applicability. 

Particular attention in this report is given to seeking ways to offset 

personnel shortages/i nadequacies.
 

a. Crientation and Training 

It is very important that the project director have a full
 

understanding of project objectives and of the personnel implications 

of the project implmentation plan. Frequently, this can only be 

fully appreciated after exposure to a similar type project in another 

developing country or in the U.S. Sometimes someone from a budget
 

bureau or an overall government personnel agency must also have full
 

understanding of, and be in agreement with, project plans before it
 

is possible to implement the project effectively, Often, therefore,
 

one of the first project actions should be an orientation tour for
 

the project director, and possibly other host country personnel.
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Financial managemc.,nt is an area where it seems particularly important 
to provide orientation to host country project directors and USAID 
project officers. It is doubtful that much value will come from the 
proposed AID training in the Sahel in financial management if the 
training is geared just to accountants and to assuring proper control
 
over the us, of AID funds. To assure its effectiveness, such
 
training must preceded or accompanied by an orientation for 
project direttors which helps them see how improved financial systems 
and report? can i4,:prove their effectiveness. This orientation will 
need to be followed up with help in financial management systems 
beyond just controlling the flow and use of AID funds. 

Often project plans call for long-term training in the U.S. for 
senior project personnel, usually in technical areas. Thus, senior 
personnel already in shart supply are sent off for training, weakening 
overall project management capabilities because personnel going for 
training will generally be replaced by a less capable person or by a 
peer who will try to administer both persons' functions. 

It is suggested, therefore, that long term training abrodd be done on 
a sector basis under a special training project rather than 
incorporated in an action project. Project training then would focus 
on short term courses or orientation visits abroad plus in-country 
management training for project managers and middle-level personnel 
as well as skills training at all levels. Project personnel could 
still be selected for long term training abroad, but they should be 
replaced by a qualified officer, preferably one that had already been 

for training. 

USAID personnel also need additional orientation and training in 
management. The new course in Project Implementation that is now 
being given periodically in the regions is very helpful and long 
overdue. However, there is also a need for exposing more senior 
personnel to a number of management concepts so that they will 
at
 
least recognize the need for improving management systems and have 
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some idea of how to go about doing it. Thus, the Development Studies 
Program should include a
management concepts component. Candidates
 
for Director and Deputy Director who do not have a strong background 
in management concepts should be required to attend the Federal 
Executive Institute or a short management course prior to being 
assigned to their new position. AID/Washington officials also need 
greater exposure to management concepts --
in part to do a better
 
job, in part to assure sympathetic responses to USAID requests for 
improving internal USAID management as well as assisting host country 
agencies which are implementing AID-funded projects. 

b. Improving Productivity 

Often project de.igns provide for increased agricultural productivity 
through the introduction of new plant varieties, improved cultivation 
practices or new technologies and/or more advanced equipment. All 
too often, however, similar innovations are not proposed for the
 
system of administration of the implementing organization or for the
 
delivery systems for the proposed new technologies. New equipment 
and new systems introduced into such fields as organizational
 
administration, financial management, logistics planning and manage­
ment, etc., can ing-Aease considerably the chances of implementing a
 
complex project successfully. Ingeneral, increased attention should
 
be given to the non-technical needs of development projects.
 

c. Contracting 

Most AID projects provide for AID to contract or finance contracts 
for technical assistance and for engineering and construction
 
services. It is generally assumed that all other services will be
 
provided by the host country implementing organization using its own 
personnel. It is proposed that a much greater effort be made to
 
structure development projects to make greater use of indigenous 
private sectors for providing the services that frequently, if not 
usually, are provided by government organizations. Where it is' 
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necessary to use a foreign firm, the firm's contract should require 

the firm to maximize the use of subcontracts with local firms so that 

a local capability could be built up. Concurrent with trying to 
utilize more contracting Wi(th the private sector to implement 
development activities, it w-ill be necessary to provide training to 

appropriate host country personnel in contracting and contract 
management.
 

d. Use of Techriica7 Assistance 

It is suggested that an appropriate agency of the GRM (perhaps the
 

Ministry of Plan) undertake or arrange for &, review of a number of 

foreign assistance projects involving technical assistance to
 

determine what elements seem to be the -:st important in a successful
 

technical assistance project in Mali -- e.g., type of contractual 

arrangement, relationship of contractor's team with host country 

organization and personnel, minimum language requirements, length of
 

stay of technical assistance experts, amount of orientation end
 

training given to foreign and Malian personnel about each other and 

about the objectives and planned implementation mode of the project, 

etc. Based on the results of the study, the GRM could issue general
 

guidance to its agencies on the contracting for, and management of
 

foreign-financed technical assistance.
 

GRM agencies are urged to review Section V.B. (Contract Management)
 

of the Roush report, including particularly sub-section 5. on Host 

Country Contracting. It seems quite likely that the GRM review 

suggested in the previous paragraph would conclude that host country 
contracting is unnecessarily burdening GRM project directors with 

administrative problems and limiting the time available to them to 
devote to policy matters, planning and implementation supervision. 
Even if host country contracts should be deemed desirable,
 

implementation of a number of the recommendations included in
 

Sections III.D. and V.B. of the Roush report should improve 

communications and contract management and should result in better
 

results from the contract technical assistance.
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AID should insist that USAIDs review host country contracting 

capability before recommending host country contracts. Furthermore, 
USAIDs should be reminded that use of host country contracting does 

not reduce the USAID's responsibility for assuring that proper 
contracting procedures are followed and that project implementation
 

is both efficient and effective; i.e., that AID funds are properly
 

used.
 

3. Being Realistic About "Doing More With Less"
 

In Mali, and apparently elsewhere in the Sahel, AID has been trying to do
 

more with less for a number of years, and the results are coming home to 

roost. There is now a mad scramble to initiate financial training programs 

as a means of ameliorating one of the most glaring and consistent problems 

raised in project evaluations and other assessments. There is a real danger 

that senior AID management will conclude that some financial management
 

trilning for selected host country nationals and more Project Implmentation 

courses in the field will largely solve the problems raised. While both of 

these training courses are badly needed, it is high time that AID 

administrators, Ambassadors, Directors of Budget and the Congress stop 

kidding themselves that efficient and effective aid programs can be run 

without people -- qualified people. 

It 	 is also important that AID/W understand, and be able to convey to other 

interested parties, some of the factors that need to be considered in
 

determining USAID staffing levels: 

a. 	 Dollar values of programs and projects frequently have little relevance 

to 	workload. 

b. The number of projects is more meaingful in determining staffing needs, 

with appropriate qualification:
 

1) 	Consideration must be given to regionatl and AID/W projects located in 

the country, local currency projects (from counterpart funds or P.L. 

480 proceeds), Title II programs, etc.; 
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2) Many projects, such as Haute Vallee, have a number of components, most 

of which could be separate projects; 

3) 	Projects in the design stage should be included because they 

frequently are more time-consuming than on-going projects (e.g., a 

new mission or a mission that is expanding its portfolio 

significantly needs an early influx of people during the project 
preparation and initiation stage, not after all of the funds have 

been obligated).
 

c. The local environment in which the USAID operates impacts heavily on
 

staffing needs--level of logistical support, climatic conditions, 

availability of qualified local nationals to work for USAID to run 

projects, location in the country of the bulk of the AID program, etc. 

d. Actual time available for work is less overseas becuase of R&R in 

hardship posts, often more sick leave in hardship posts, home leave, 

training assignments, need to train subordinates or interns -- which are 

counted as staff under MODE rules, which isunfair to the USAID, the 

intern and the AID foreign service. 

e. 	 The level of experience and training of those, assigned to.'a mission 
affects the numbers required -- a particular problem in Mali where 

project officers have been interns ortose who had just finishedtheir 

i nternshi p. 

Even if there is greater recognition of the requirements for more adequate 

USAID staffing, it is probably necessary to accept as a given that AID will 

never have an optimum level of field staffing, taking into account quality 
and quantity. It is important, therefore, to look for ways to alleviate 

staffing problems. Some ideas follow:
 

a. Reduce the number of regional and centrally-funded projects, or contract
 
for their administration; 

b. 	 Expand and improve the training of AID personnel and their counterparts 
responsible for project implementation; 
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c. 	Do a more realistic job of estimating staffing requirements; 

A. 	Fund projects in full--either on alone-shot basis or over a three-'ye'ar 
peniod; 

e.Develop local organizations to provide project implementation support, 
e.g., management training, consulting services, logistics; 

f.Perform reviews of USAID internal management--to help mission management
with its problems, not assess its performance inan audit sense, i.e., 
no reports for AID/Washington; 

g.Make greater use of host country personnel inUSAID staffing;
 

h.Re-organize USAID to increase the focus on project implementation and 
improved management; 

i. 	 Involve the U.S. private sectorl(profit and non-profit) or other U.S.,' 
government, agencies more in -program1planning and project administration. 
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I. PROJECT AND EVALUATION BACKGROUND
 

A. Project Setting 

The site of the Operation Haute Vallee project is the upper reaches of the
 

Niger Valley (referred to in French as the Haute Vallee). The organization
 

responsible for project implementation is the Operation Haute Vallee, a semi­

autonomous agency of the Government of Mali (GRM) under the Ministry of
 

Agriculture. The Operation (OHV) is responsible for coordinating and
 

promoting the integrated development of the Haute Vallee region.
 

The Project Paper (PP), which was approved in September 1978, provides a brief
 

description of the Haute Vallee region and a summary of the outstanding
 

features of the area that were considered critical to understanding the
 

project design.
 

A summary of the Project Paper presentation follows:
 

"The Haute Vallee project area covers about 13,800 km2 and lies on both
 
sides of the Niger River between Bamako and the Guinea border. Although the
 
capital city of Bamako falls within the area, the city and its environs, as
 
well as the State Farm at Baguineda, are excluded from the project area. On
 
the left bank of the Niger River, a plain, dissected during the rainy season
 
by numerous streams, slopes gently to the river. On the right bank, there
 
is a well-defined terrace above the flood plain. Two major tributaries, the
 
Sankarani and the Fie, intersect this plateau, forming a peninsula. The
 
Niger flood plain varies around 5 km in width. No detailed hydrogeological
 
survey of the area has been carried out, but it does not appear likely that
 
high-yielding acquifers exist in the area. About 35 percent of the area's
 
soils are suitable for agriculture and include 10 percent hyrodomorphic 
soils and 25 percent alluvial soils containing rapidly decomposed organic 
material, including varied alluviums (20 percent), sandy flood plain soils 
(2 percent), and ferruginous tropical hydromorphs (3 percent).
 

The Selingue Dam, on the Sankarini River which feeds into the Niger, borders
 
the project area and is scheduled for completion in 1980. Itwill have a
 

road across the top, with year-round all-weather access to Bamako, via the
 
Bamako-Ivory Coast highway. Water from the dam will be available for
 
irrigation downstream along the Sankarani river via pumping. Almost 30,000
 

ha of land could be put under irrigated cultivation once the Selingue Dam
 

irrigation outlet work is completed. The electric power there will serve
 
primarily Bamako.
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The Haute Vallee has a Sudanese climate characterized by a well-defined wet
 
season (approximately mid-June to mid-October, with some rains occurring inApril-May). Annual rainfall is roughly equivalent to that in North Carolinaand varies from 1,300 mm in the south to about 1,000 mm in the north.
Average temperature at Bamako is 84 degrees Fahrenheit, varying from a

monthly maximum of 102 degrees Fahrenheit in April to a minimum of 62 degrees

Fahrenheit in December. 

The population of the project area totals about 211,000, of whom about 25
 
percent are in the Niger right bank districts - 45 percent in the left bank
districts, and 30 percent in the Kati district. (This figure does not take
into account the city of Bamako, whose population isestimated at more thlan400,000.) Population density is low, averaging 12 persons/km2. About 94

percent of the total population is engaged in agriculture, and the people
live in over 200 rural villages and several small towns. The 1977 "Socio­
economic study of the Haute Vallee" by IER shows that there are about 16,000

farm families in the project area. 

The worst disease problem in the Haute Vallee is onchoceriasis, followed

closely by malaria and, to a 
lesser extent, schistosomiasis.
 

The IER study mentioned above indicates the following concerning the average

farm family in the Haute Vallee: 

e 	average about 12 hectares each, with about 5 hectares cultivated;.
 

* 	cereals (paddy, millet, sorghum, maize) take'up 75 percent of the 
cultivated hectarage;
 

* 
cash crops (mainly peanuts, and now some cotton and tobacco) cover
 
approximately 22 percent; and
 

e 	while no specific hectarage was indicated for vegetable production,

vegetables appear to comprise 2-3 percent of total cultivation.
 

Only two polders are presently cultivated - Krina (200 ha) and Bancoumana(630 ha, of which about 540 ha are cultivated). The BDPA has concluded thatthere are about an additional 1,000 hectares which could be developed for
irrigated rice cultivation in the area. 

The Mali Agricultural Sector Assessment shows that while the Haute Vallee
farmers have significant numbers of cattle, only 25 percent of their income comes from livestock, the remainder coming from agriculture. 

In 	Mali, specialized state companies have, in theory, a monopoly on 
marketing almost all agriculture products. These agencies in turn contract 
with the Operations. In the Haute Vallee, OHV has authority to purchasepeanuts, cotton and tobacco, for which it receives a marketing fee, which

largely supports OHV's activities. In actual practice, agricultural produce
is marketed through the open (parallel) market with prices determined by
supply and demand. Ingeneral, Haute Vallee's farmers' grain sales to the
GRM are a small percentage of their total grain sales, so the average price
received by them in a normal year is significantly higher than the official 
price. 
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The Haute Vallee is a classic case where poor transportation infrastructure
 
is the major limiting factor to increased agricultural production. The
 
present road network consists of about 230 km of roads on the western side

of the Niger River. Segments of this road sometimes become impassable

during the rainy season. On the east side of the river, the Bamako-Ivory

Coast road borders the project area, and a new road connecting Selingue Damto this road passes through some of the project area. These roads are
linked by well over a thousand kilometers of bush trails which are opened up
after the rainy season by the villagers and which provide additional dry
season access to most of the area. These trails are closed during the rainy
season due to poor surfacing and difficult stream crossings. Improved roads
 
are at the top of the farmers' list of priorities since they become locked
 
in during the rainy season.
 

Outstanding features of the existing situation in the project area critical 
to understanding project design 

The Haute Vallee area has excellent agricultural potential for many reasons:
 

* 	Annual rainfall equivalent to that of North Carolina.
* 	Proximity to country's largest market, Bamako. 
* 	Excellent existing potential in irrigated rice because of the Niger and 

Sankarani rivers. 
e 	Exceptionally good future potential in irrigated rice when Selingue Dam

is completed in 1980, allowing an additional 30,000 hectares downstream 
to be irrigated from dam discharges.

e 	A regional and financially viable Operation (OHV) which most experts

conclude has a sound organizational structure which needs no major

changes - just assistance.
 

* 	An on-going functional literacy program to which support could be given
so that it can become a better instrument for introducing improved
cultural practices and technology to farmers. 

# 	The existence of one common dialect throughout the region and the 
absence of major conflicts between ethnic groups.


e 
A very strong village structure which is already being used effectively

in OHV's on-going farm implement supply systems.


@ The widespread use, and cultural acceptance, throughout the project area
 
of animal traction. 

* The exceptionally good receptivity of villagers, GRM officials and OHV

staff/field agents to a 
project to increase agricultural productivity,

production and marketing - if the roads are improved. 

There are also a number of reasons why this great potential has not yet been 
realized: 

e The roads and trails in the area are in terrible condition. Farmers
everywhere say that getting their food crops to a major route leading to
Bamako is so problematic as to make producing more than their needs not 
worth the effort; 

• 	OHV lacks the facilities and funds to extend its activities over 
existing levels, and its staff requires more training and technical
 
assistance in order to expand its operations;
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* The GRM's credit system, which OHV admin'sters in the Haute Vallee,
 
allows farmers only 3 yearo to repay; farmers say that they are afraid
 
to take out loans for fear of not being able to repay them in time;
 

* 	Farmers everywhere say they dearly want work oxen, but a team costs $325 
up to $390. And those farmers who have been able to buy the oxen do not 
always use them effectively; 

* 
The vast majority of farmers are illiterate and DNAFLA (functional

literacy agency of GRM Ministry of Education) lacks funds both for 
extending its literacy efforts beyond the 17 centers presently in the
 
area, and for revising its educational materials to make them better
 
communicate improved agricultural and disease prevention practices;
 

* OHV has lacked the expertise and funds to extend its agricultural
 
research program in the area; and
 

* 	Finally, as in most areas along the rivers in Mali, diseases are very
debilitating, especially onchoceriasis, and to a lesser extent, malaria 
and schistosomiasis." 

OHV, the implementing organization, was established by Decree No. 117/PGRM of
 
September 16, 1972. OHV was placed under the general supervision of the
 
Minister of Rural Development (subsequently the Minister of Agriculture) and a
 

board of directors representing various GRM ministries. The principal
 

objectives of OHV in its zone are:
 

* 	take all necessary measures to effect the integrated development of the 
Haute Vallee zone; 

* organize the marketing of the'agricultural produce of the zone and
 
agricultural credit;
 

* 	promote and animate agricultural groupings (collectivites exploitantes) in 
collaboration with cooperative services with a view to training a 
professional service of capable agriculturists who in time could
 
themselves manage the collective means of production and marketing;
 

* train the cadre and farmers of the Operation through re-cycling, seminars,
 
various training programs and functional literacy; and
 

* propose and carry out, after approval by the appropriate minister, all
 
actions concerning the different aspects of integrated development of the
 
zone.
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B. Project Goal and 	 Purpose 

Sector Goal: Improve incomes and the quality of life of the rural poor in the 

Haute Vallee area. 

Measures of Goal Achievement: 1. Increase in family income of target group.
 
2. Increase in numbers 	of functional literacy
 

courses and in health services operating in
 

villages.
 

Project Purpose.:. 	 Increase food crop productivity, production and marketing
 

in the Haute Vallee.
 

End of ProjectStatus: 	One-eighth of the Haute Vallee farm families (i-e,
 
2,000 families) will have been introduced to improved
 

technology and will have increased food crop
 
productivity, production and marketing; and better
 
support systems for agriculture, functional literacy,
 
health and transport services and facilities will be
 

in place.
 

Inthe narrative of 	the Project Paper, the project purpose called for
 
increasing "agricultural" productivity, while the foregoing statement from the
 
Logical Framework used the term "food crop" productivity. The latter clearly
 
was the intention of the project designers, and this was carried over into the
 
Project Grant Agreement. "Food crops" was translated into French as
 
cereals", but this was understandable because the project focus as formulated
 
was on cereals - millet-sorghum generally, and rice in the Bancoumana polder 

area.
 

The Project Paper stated that the proposed project really was a 10-year
 
project. However, because of AID regulations, it was divided into two phases,
 
and objectives and targets were established for Phase I,the current project.
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C. Project Design 

The Logical Framework for the Haute Vallee project is included as the last two
 
pages of this section. Although the project purpose is to increase fo3d crop
 
production, the project design is not Just for an agricultural project;
 
rather, it is closer to an integrated rural development project. For example,
 
the project includes seven complementary project components:
 

animal traction -- to increase productivity 

improved irrigation (Bancoumana) -- to increase rice production 

credit -- to expand access to basic agricultural technology 

road rehabilitation and upgrading to ensure that increased agricultural
production could be marketed 

disease control -- to improve labor efficiency and the general welfare 

functional literacy -- to facilitate access to agricultural information 
and improve the general welfare
 

support for OHV -- in crop research to support increased agricultural

productivity and in administration to insure that OHV could manage the
increased program 

While no project strategy was clearly enunciated, the project designers made
 
clear that two components were critical to the achievement of the project's
 
overall objectives: roads and credit. 
In addition, they cautioned that the
 
project should avoid any grandiose schemes and build upon and improve existing 
practices that have already demonstrated success in Mall, e.g., use of an 
autonomous (actually only semi-autonomous) implementing agency (Operation 
Haute Vallee), irrigated rice production, use of animal traction, and an 
ongoing functional literacy program. 
The designers were concerned about the
 
management burden being placed on OHV and the USAID, and urged a phasing of
 
project activities and the tailoring of the level of assistance to the
 
capacities of the farmers of the region and the OHV. 
Significant levels of
 
management training and technical assistance were also recommended to deal
 
with the lack of management expertise. Flexibility was to be maintained
 
because of the nature of the project, and in order to take advantage of the
 
project's built-in research component. There was also concern about OHV's
 
financial 
viability, and a study was planned to explore possibilities for
 

increasing OHV revenues. 
DEVELOPMENT ASSOCIATES, INC­
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As indicated above, credit was considered one of the two most critical 
components in tens of achieving the project's overall objectives. It was 
felt that the credit program needed to be made viable by increasing interest
 

rates. In addition, credit needed to be made available for the purchase of 
oxen, and loan terms needed to be lengthened from three to five years. The 
designers of the project provided for an agricultural credit expert on the 
technical assistance team and also provided that the credit system should be 
re-designed by the third year of thR project. 
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Logical Framework 

OUTUTS CMT0,U ... 

in 	 v".lage along riverzs. 
6. 	 Feeder roads/tra.ls rehabilitated and 


improved. 

7. 	 Crekit system re-designed and operating 

andadditicnal credit offices in opera-

tion, and farmers increasing agriulLUral 
F',roduc ion thiavefrom. 

8. Aimatl tracicn schools insattold and. in 
cperm_. on. 

9.* Some Ioc2I b3.ac4mitbs, trained by OWV 
and 	providing services to fazers, 
=Aking mlticultivators/carts for OWV. 

10. First demographic/economic baseline 
survey in area co=pleted by I= and 
project statist cal evaluation plan, 
written therefrom. 

ii. 	 CHV headquarters constructed and addi-
tionaj. %wrehouses and. fiald ofllces. 
constructed. 

12. 	Mf'f auto garage staff tralned and 
equipped and providin professional­
level repair wcic, on, H'V vehicles. 

ASS e=M (MCPS) 

1. 	 Qm-li!fed American technicLans c be 

re: tted and will be wilI ng to wrk 

in x2li.. 


2. ' C=nt'r -- is capable of t=-n 

tefcology to.local cu erparts 


3. 	Vehicles, equim t and c==dt7 0 
be pr-cured imd arrived on time. 


4'. Qual. fied Mal~a.as for traini=9 ill be
~ 
5. Proper £±nai den±~ns are cazpleted on 

oipprior to construct4ion.. 
G. 	Th* nw dzsi± oredit s 'syt wil ben­

.fit the "farmeMrs of MV'. 
7., GM .ill W, ue to st dT and evaluazte 

the proa-S of the project. 

--	 p. 2 of 2 

4 	 TOE OF OU'UT CC?=TLU.Z.. 

8. 	 8 a a -acton schooli in opera­
tion and 1,5.#Cfarmers/oxen team 
trained.
 

9. 	90 local..forgerc trained. 
10. 	Statistical base and ag±c-ul-tux-a! 

producticn izventory and :.arecast­
ing system completed (probability
arei. frame sample) and projec: 
evaluation plan writtn and pub­
U.shed4
 

1l. OV headquarter- constructed,
 
-four 	warehouses constructed, and 

CHV field office space expanded 
in 6 villages. 

12. More than a dozen O.HV mechanics
 
trained and value of eqvimen=t
 
more than doubled.
 

ASSURAN4CE 

1. 	 The GRX and people of Hauts Vallee 
an't the proJeiit and are willing 

to work to make I.t a success. 
2. 	 AL ians are willlng to learn from 
te ical aststance ;=ram
 
i 	 al projects. 

3, Sheler'fac"i!i/es w-i1 be made 
avajiaiie for the people andavailable,~ fo €epvql 

http:Mal~a.as
http:roads/tra.ls


D. Project Budget 

OPERATIOtl HAUTE VALLEK TAIJEI 

SUNTARY FOR FIVE YEAR FIMDING ($000)
 

Animal Traction 
- Research 

Aduiniatrative 
Support/OilV 

Irrigation/ 
Bancoumana 

Agricultural 
Credit 

Functional 
Literacy and 

Link Roads/ 
Access Trails T 0 T A L S 

elanlth 

AID GM AID GRH All) G N AID GRH AID GRH AID CRa1 AID CH GRAND 

Technical Assistance 668 -0- 1,251 -0- 380 -0- 367 -0- -0- -0- 434 -0- 3101 0 3100 

Commodities 352 35 530 -0- 307 -0- 58 -0- 106 5 1455 -0- 280E 40 2848 

Training 171 -0- 165 -0- 199 -0- 118 5 37 9 -0- -0- 69 14 704 o 

Construction 64 -0- 224 175 566 40 100 -0- -0- 2.000 3.088 -0- 4,04Z 2215 6,257 

Credit Capital/Research Fund 125 10 -0- -0- -Q. -0- 1,310 -0- -0- -0- -0- -0- 143! 10 1445 

Studies/Evaluatlons 0_ -0- 175 -0- 75 -0- .,.1 -0- -0- -0- 50 -0- 34 0 343 

ainteance/Salarieu/priftes 332 599 357 989 124 328 325' 325 -0- 211 -0- 236 11342688 3826 

Contingencies (151) 256 127 406 175 248 51 348 80 21- 334 754 35. 203 80 2835 

Compounded Inflation at 8 277 158 349 246 244 83 557 131 8 453 871 77 23061114 "3454 
TOTALS 2245 929 3457 1585 '2143 502 3226 541 672* P12 652 

in65u2e $50,0oponent, not 4312 
*includes $500,000 for health component, not broken down into cost categories.
 



II. PROJECT STRATEGY 

A. Evolution of Project Strategy 

Perhaps because of the complexity of the project, a projeci strategy was not 

clearly enunciated in the Project Paper. Sev;en project components were 
decided upon which were to be complementary in bringing about increased food 

production by largely subsistence farmers: 

9 	animal traction - to increase productivity; 

@ improved irrigation (Bancoumana)--to increase rice production; 

* 	credit - to expand access to basic agricultural technology; 

a 	road rehabilitation and upgrading - to ensure that increased agricultural 
production could be marketed; 

* 	disease control - to improve labor efficiency and the general welfare; 

e 	functional literacy - to facilitate access to agricultural information and 
the general welfare; and 

* 	support for OHV in crop research and administration. 

While there was no project strategy per se, the project designers made clear 

that two components were critical to the achievement of the project's overall 

objectives: roads and credit. In addition, they cautioned that the project 

snould avoid any grandiose schemes and build upon and improve existing
 

practices that have already demonstrated success in Mali, e.g., use of an
 

autonomous (actually only semi-autonomous) implementing agency (Operation
 

Haute Vallee), irrigated rice production, use of animal traction, and an
 

ongoing functional literacy program. The designers were concerned about the
 

management burden being placed on OHV and the USAID, and urged a phasing of
 

project activities and the tailoring of the level of assistance to the 

capacities of the farmers of the region and the OHV. Significant levels of 
management training and technical assistance were also recommended to deal 
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with the lack of management expertise. Flexibility was to be maintained 
because of the nature of the project, and in order to take advantage of the 
project's built-in research component. There was also concern about OHV's 
financial viability, and a study was planned to explore possibilities for
 

increasing OHV revenues. 

The project proposal submitted by the technical assistance contractor (Louis
 
Berger International, Inc. --LBII) stated that management was not a major
 

problem; rather, it was important to focus on the integration of activities. 
Acceptance of the contractor's proposal changed the focus of the project to
 
some extent. The Contractor's first chief of party was critical of the
 
Project Paper in his first monthly report (October 1979). He did, however, 
provide a focus for the project. In his view, the project had to be judged 
ultimately by whether or not the farmers made more money. For him, animal 
traction-based farm improvement was the only component that would make money 
for the farmers. Therefore, this became the focus--the project strategy. 
This component was centered on pilot farmers who would agree to follow OHV's 
agronomic and cultivation practices recommendations. In return, the farmer
 
would be provided credit to finance the purchase of oxen and farm equipment as 
needed, as well as production inputs. The proposal in the Project Paper for 
utilizing animal traction centers was dropped--after four had been built. The 
integration of the activities on the animal traction centers with the pilot
 

farm approach, while a concept of the designers of the project, was not 
articulated in the Project Paper nor understood apparently by OHV or the 
technical assistance chief. 

The chief of party ignored some very cogent advice in the Project Paper about 
grandiose schemes and pushing too fast. His use of linear programing inmost
 

environments would not be considered grandiose, but itwas in the Malian
 
context--at least in the time frame in which he tried to carry itout. He
 

tried too hard to make up for lost time (e.g., the year taken to get a
 

contract negotiated and signed) by using non-Malian data in his computer
 

program and trying to end run the OHV procurement system. He tried to do too
 
much too fast. He was unable or unwilling to communicate his ideas to OHV
 
senior staff. The result was that he was removed, and this brought discredit 

to his ideas, even the good ones. 
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After the removal of the first chief of party, there was a hiatus for a period 
of a few months. Gradually, the technical assistance team has begun to try to 
re-formulate a project strategy. There has been greater focus on management 
needs, and upon improving the credit program. There has been an attempt made 
by OHV and the contractor to maintain data on a reduced number of pilot farms, 
with a view to ensuring that the data obtained are reliable and consistently
 
obtained. On-farm testing of research results has been increased. A number
 
of technical papers for use of the extension services has been prepared. A
 
plan for in-service training and monitoring of performance for extension has
 
been prepared and adopted by the OHV Director.
 

Nevertheless, no project strategy has been articulated, let alone agreed to by 
OHV and USAID. One of the reasons for this lack of an agreed strategy is that 
the perceptions, and hence the objectives and priorities, of OHV and USAID 

have been different. 
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B. Reconciling Project Priorities 

From the beginning of the project, OHV has had an overall objective of 
promoting the integrated development of its region. It has also had a 

responsibility to carry out the GRM policy of food self-sufficiency. Thus, it 

would seem that the interests of the two parties coincide. However, one must 
look at how OHV has earned its income.
 

OHV's main source of income has been, and continues to be, the fees it
 

receives from other state enterprises for the commercialization of cash crops
 

(cotton, tobacco and peanuts) and for the distribution of farm inputs. It 

also receives a fee for purchasing and delivering foodgrains to OPAM, another 
state enterprise. However, OHV has been unable to market a significant 

quantity of food grains (see Table 2) primar-ly because of the low controlled 

price set by the GRM. There are many consumers of food grains, so there are 

also many intermediaries in their marketing. There is, however, a single 

ultimate buyer of cotton, a state monopoly. This is largely true for tobacco 

also. There is a GRM parastatal for the purchase of peanuts also, but being a 

food crop, peanuts are also marketed through various channels as well as 

consumed on the farm. Thus, OHV's primary interest has been to promote the 

production of cotton, the only crop it could be sure of marketing at harvest 

time. 

OHV al so has earned money from distributing farm inputs. However, this 

depends upon having a source of credit available for the farmers; otherwise, 

the amount sold would be minimal. The source of credit was SCAER, the 

parastatal responsible for the purchase and distribution of farm inputs. If 

one is to provide credit, one must be sure that there will be a chance of 

repayment, i.e., the farmer needs a cash crop. Hence, one is led once again 

to cotton, the one cash crop whose marketing OHV can be sure of controll ing. 

OHV can recoup its loan when it purchases the farmer's cotton, minimizing the 

risk of default on the loans extended. 

Given the foregoing situation, why would the OHV want to take on a project 

that was dedicated to promoting food crop production when its own income
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TABLE -2-1
 

OHV HARKETING
 

RO ~-QUANTITY MARKETED (TONS) RATIO MARKETING/PRODUCTION () AVERAGE RATIO 

1978/79 1979/80 1980/81 1978/79 1979/80 1980/81 - 80/81 

Millet/Sorgium/Maize . 120 84 0 0.30 0.16 0.15 

Rice 6 0 0 0.07 0.02 

Peanuts -129, 60 43 1.20 5.20 0.35 2.25 

Cotton 4,538 8,591 6,552 90.75, 96.50 -.60.00 - 82.30 

Source: 	 Reports of the OHV Board of Drectors for quantities marketed and for production data"(Table -4)used to 
calculate the ratios. 
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structure dictated a need to promote cotton and other crops whose marketing
 
OHV could control? Because some of the project components should result in
 

improvements that could increase the production and facilitate the marketing
 

of cotton and other cash crops, e.g., upgrading of roads and agricultural
 

credit for farm equipment. Increased funding was also made available for OHV
 

operations (vehicles, operating costs, construction of offices and
 

warehouses). Construction of the Bancoumana polder was included in the
 

project, and this was a high priority project for the GRM for political as
 

well as economic reasons. Inaddition, the project would foster development
 

in general in the region, which would redound to OHV's credit and possibly
 

increase its income. In short, the project had much of general advantage to
 

OHV, and a fair amount that could be utilized in a way to promote cotton
 

production even more effectively.
 

Then one might ask why AID should have been interested in the project, since
 

it should have been clear that the OHV would be pushing cotton production,
 

which AID cannot support if there is a chance that it would adversely affect
 

U.S. cotton exports. Although it is not documented, it would seem that the
 

following reasoning might have prevailed. With good management, it should be
 

possible to assure that AID's resources did indeed get used to support
 

increased food production. Furthermore, virtually all farmers in the zone are 

small farmers (2 to 20 hectares) and there is no such thing as a cotton farmer 

per se. Rather, for security against capricious rainfall and other risks,
 

farmers generally plant at least four different crops in the different parcels
 

that they farm. Thus, cotton would be only one crop grown, and the area
 

planted to cotton would be considered infinitesimal by U.S. standards. A 1977
 

study cited in the Stier technical paperlindicates that a farmer with as
 

many as 19 hectares in crops would only have two hectares devoted to cotton.
 

Even with the increases in hectarage devoted to cotton (Table 3), the average
 

cotton hectarage in the 1980/81 campaign on the control farms (for comparison
 

with the pilot farms) was 1.85 hectares. On the pilot farms, which received
 

credit permitting the purchase of a full equipment package, the area planted
 

Reproduced in Volume IIof this,report.
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TABLE 3 

AREAS PLANTED - YIELDS. 

(He'tares - Kilograms) 

1977/78 1978/79 1979 80 1980/81 Increase Increase
 
CROP 
 in Area in Yield
Area Yield Area Yield Area 
 Yield Area Yield 1978-81 1978-81
 

Millet/Sorghum 19,500 760 21,700 900 
 22,000 1,000 24,300 983 + 25% + 29% 
-Maize 4,100 1,200 11, i1,100 11,300 1,742 11,900 2,420 +190% +102% 

Rice 49000 .1,000 6,800 -853 7,500 1,000 -7,900. 1,063 + 98% + 6% 

Peanuts, 15,700: 764 12,500 864 12,000 900 13,000: 992 + 29%-17% 


Cotton •39,300 91 5, 
 1,000 8,000 1,113 9,550 1,152 +189% + 27% 

Source: OHV for areas planted. Yields calculated from production data (Table 3) and areas.
 



to cotton varied from 1.76 hectares in the Kati region to 3.65 in Kangaba.
 
Thus, it appears that the increased hectarage has come from small increases by_
 
a lot of farmers, including the entry of new farmers into cotton production,.
 
rather than the development of large farms.
 

The project designers projected an increase in the area planted to food crops,
 

particularly millet-sorghum and rice, and some increase inyields. L.panding
 
the area farmed and obtaining higher yields increase the requirement for a
 

greater investment in weed control. The Project Paper did not assume a labor
 
constraint, presumably because it was assumed that there would be a
 

considerable expansion of the use of animal traction for weeding. This in
 
turn meant there was a need for credit to finance the purchase of oxen and
 
small scale mechanized equipment. Given the existing system of credit in
 
operation in OHV at the time, it would have made sense for cotton to be the
 

cash crop that would facilitate the expansion into other crops. Thus, some
 
expansion in cotton production was probably seen as necessary at the outset of
 
the project. However, the project had other elements that were designed to
 
change the structure during the course of the project.
 

The Project Paper called for a credit specialist on the technical assistance
 

team, and for the introduction of a revised credit system by the third year of
 

the project. A further revision was projected inyear four based on the
 
results inyear three. Thus, the opportunity was afforded to restructure the
 
credit system away from a domination toward promoting cotton production.
 

Potentially of even more importance was the plan to do a detailed study of OHV
 

operations with a view to recommending a program for increasing OHV's revenues.
 

The road component was also expected to lead to improved access to markets by
 
the farmers--free markets where the farmer could expect to obtain higher
 

prices and become more independent of OHV marketing arrangements and GRM price
 

policies.
 

Thus, while there were conflicting priorities at the outset of the project, 
'there were also activities built into the project that were designed to bring 
each party's objectives more in'line as the project progressed. Furthermore, 
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OHV was not against promoting increases in food production, it was just that
 

it needed to use increases in the production of cotton as the vehicle for 
bringing about increased food production. It has promoted corn production, in 
part through the dissemination of improved seeds. Crop rotation recommenda­
tions have also resulted in increased yields in food crops because of residual 
fertility from use of fertilizer on cotton--although not as much increase as 
would result from direct fertilizing. It can be seen from Table 3 that the 
acreage planted to corn between 1977/78 and 1980/81 has increased slightly 
more than the increase in cotton. Furthermore, corn yields increased over 100 

percent, while cotton yields only increased 27 percent. Even sorghum yields 
increased slightly more than cotton yields. Corn production increases (Table 
4) were even more dramatic, rising by 476 percent during the same period. 
This reflects, in part, a low starting base. Nevertheless, corn production in 
1980/81 surpassed sorghum production by nearly 6,000 tons. 

The foregoing suggests that even greater increases would have been possible if 
agricultural extension and credit programs had not been structured so much in 

favor of cotton. It also illustrates how quickly farmers can respond when 
market conditions are right. The potential benefits from the project probably 
were considerably under-estimated in the Project Paper, since the calculations 
were based almost entirely on increases in sorghum production resulting 

primarily from increased acreage. These changes in the relative importance of 
different crops in the OHV region, and the increasing availability of
 

technological interventions, suggest that the proposed project ativitles can 
increase food production substantially and make a major contribution to the 
development of the region--particularly if reinforced with improved project 
implementation, some policy changes, and a harmonization of priorities by OHV 

and USAID. 

Some recent events would seem to increase the chances of a further 
harmonization of project objectives. For a variety of reasons, cotton 

plantings were seriously reduced this year, and it is not certain that 
continued expansion of cotton acreage is feasible--even if deemed desirable. 
Thus, OHV needs to reduce its dependence on cotton. Inaddition, OHV now has 

the responsibility for commercializing vegetables--in part for export. SCAER 
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TABLE-w 41 

PR:ODUCTION 

(Tons)": 

Millet/Sorghum 

Maize 

Rice 

Peanuts 

Cotton -

1977/78 

14,800 

5,000 

4,000 

12,000 

3,000 

LEVEL OF PRODUCTION 

1978/79 1979/80 

19,500 22,000 

12,200 19,6f! 

5,800 7,500 

10,800 11,700 

5,000 8,900 

1980/81 

23,000 

28,800 

8,400 

.-12,900. 

11 000 

% Increase Avg. Nat'1 
inProduction Production 
977/7.8-881197WY79-8 Y81 

55 999775 

576 

110 199,525 

-7.5 131:,750 

266 125,225 

Average
OHV 

1978-79 

36,245 

6,425 

6,975 

11,80 

Avg. Ratio 
OHV/Nation 

3.5 

3.2 

5.3 

9.5 

Source: OHV and five e pla1981/85 -for levels of,production., 



went out of business in November 1980, so OHV has lost a source of income, has 
even less control over the supply of production inputs and has lost a source 
of short term production credit. The foregoing would be sufficient reason for 
some re-thinking by OHV. However, recent GRM policy pronouncements and
 
actions ,also can have a major impact on OHV operations.
 

Policy statements in the new 5-year plan indicate that there is going to be
 
increasing reliance on private enterprise and more liberal market
 
arrangements. The GRM has initiated the process of de-controlling cereal
 
prices. It has already abolished some parastatals and taken steps to convert
 
others to mixed private-government ownership. With IBRD/IDA financing, the
 
GRM is launching a six-month study of all of the "Operations" to determine 
whether and how they can become self-supporting organizations--if there is a
 
rationale for their continued existence.
 

The recent policy changes of the GRM and the study of the Operations make it
 
imperative that OHV do some re-thinking about its role and its structure,
 
especially if it wants to influence the outcome of the study. 
Because of the
 
importance of AID's financial 
support to OHV, and OHV's central role in the
 
implementation of the $18 million AID project, USAID should be a 
participant
 
in that re-thinking process and be in a position to make its own input to the
 
study of the Operations. Furthermore, the project cannot achieve its
 
potential without clearer lines of policy, a good implementation strategy, and
 
improved long and short term planning.
 

RECOMMENDATION
 

(1) That OHV and USAID, with the participation of the contractor, establish long
 
term project goals and develop a medium term strategy for the project and a
 
medium term implementation plan, i.e., to the end of the current phase of
 
the project.
 

m '7DEVELOPMENT.ASSOCIATES,3 INo., 



-22-


C. Developing a Project Strategy 

1. Long Term Priorities 

Since there appeared to have been very little strategic thinking prior to 

the arrival of the Evaluation Team, and there is limited capability in 

OHV, USAID and LBII for organizing and carrying out the proposed planning,
 

the Team offers some ideas below on elements of a medium term project
 

strategy and plan plus suggestions on how to organize and confiuct the 

planning process to develop a more operational plan. 

Before suggesting elements of a project strategy, it is necessary to look 

first at the project's implementing organization and make some assumptions 

about its future. As a first step in suggesting the outline of a future 

for OHV, it is necessary to look at what OHV is now doing and expects to 

be doing the next few years. The following list may not be complete, but 

it seems sufficient for our purposes: 

* Provider of production inputs to farmers (fertilizer, herbicides, etc.);
 

# Provider of oxen to farmers;
 

e Provider of agricultural equipment to farmers;
 

s Provider of equipment for blacksmiths/metal workers;
 

s Provider of credit for financing of the above items;
 

s Provider of technical assistance to blacksmiths/metal workers;.
 

* Provider of extension services to farmers;
 

* Purchaser of cotton and occasionally other products;
 

* Coordinator of functional literacy program; 

e Coordinator of cooperatives development; 

* Coordinator of secondary road improvements/road maintenance; and 

@ Coordinator of community development activities.1 

ICommunTty development was mentioned in the OHV Director's letter to the 
Coordinator of the Evaluation Team, but OHV's probable role was not clear. 
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As indicated previously, GRM policy pronouncements, and some actions, 
indicate a movement toward encouraging private initiative and freer
 
marketing. Inaddition, the GRM has already established a national
 
agricultural bank which presumably will eventually take over the provision 
of the bulk of agricultural credit. Given the foregoing, it is suggested 
that items 1 through 4 in the above list should have been taken over in the 
longer term by the private sector to a considerable extent, if not totally 
in one or more regions. Inaddition, the provision of agricultural credit 
should have become the responsibility of the new agricultural bank (BNDA). 
Provision of technical assistance to blacksmiths probably would have become 
unnecessary. Thus, OHV's operational activity would have decreased.
 
Concurrently, however, it should have increased its planning capability and 
its coordinating and support functions. From the foregoing, it follows 
that OHV's primary activities in the longer run would be: 

(a)Provision of extension services, including on-farm testing of research 

results (agronomic and cultivation practices);
 

(b)Some residual delivery of production inputs;
 

(c)Coordinating, monitoring and/or supporting the provision of credit and
 
the services of the Livestock Ministry;
 

(d)Coordinating activities that relate directly to the effectiveness of
 
extension services, e.g., functional literacy, creation of village

associations and cooperatives, other community development activities;
 

(e)Planning the economic development of the region and preparing programs,
 
or insuring their preparation, for implementing the plans, e.g., in such
 
areas as secondary and tertiary road rehabilitation or construction,
 
road maintenance, health, literacy, etc.
 

2. Focus of a Medium Term Strategy and Plan 

Ifone accepts the foregoing as the likely OHVpriorities three to five
 
years from now, there are implications for a medium term project strategy. 
Specific ideas and suggestions for priority activities for the medium term 
follow.
 

OHV should begin looking for means to promote the delivery of production 

inputs and agricultural equipment to farmers through the private sector. 
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This might be initiated through supply contracts, either for the provision 
of specific items region-wide or for the provision of a number of items in 
a specific region--or some combination thereof. Barako wholesale producers 
could be encouraged to set up local distributors in the more accessible 
towns. The credit fund might be used to facilitate such actions. As a 
supplement to the foregoing, plans should be developed for assisting 
interested villages, particularly in the more rapidly modernizing areas, to 
establish their own local storage facilities for inputs. Establishing more 
village storage points under the control of the village is also important 
for assuring the timely availability of production inputs. Again the 
credit fund could be used to facilitate this. 

Movement of blacksmithing/metal working activity to the private sector has 
been initiated, but the various reports reviewed do not indicate that it 

has been consistently successful. It is suggested that a special review of 
the program be carried out with a view to strengthening itand making it 
even less dependent on OHV for its success. The result should be the 

manufacture in the towns of the region of some of the simpler equipment, as 
well as equipment repair and the manufacture of spare parts. Some 

specialization might be arranged among the different manufacturers. The 

credit program could be used imaginatively to support this activity. 

The likelihood of turning the credit program over to the BNDA within the 
next two or three years will require a re-vamping of the structure of the 

sy ;tem (see III.C. below). Furthermore, as indicated in the previous 
paragraphs, there is need for a more innovational use of credit to increase 

private sector activity in support of development in the OHV area. In 
addition, there should be an increase in the financing of oxen and 
equipment for other than pilot farmers and producers of cotton.* 

*Although it generally is not feasible to provide credit to villages rather than 
individual farmers, an effective village credit system should be a goal of OHV's 
medium term plan. 
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At the present time, OHV.is broadly Judged in the villages on its delivery
 

of inputs and the timeliness of its purchase of cotton (and occasionally
 

other crops). If, in the longer term, these functions are taken over by
 

the private sector, the quality, quantity and attentiveness of the
 

extension agents will become the primary basis for judgment. This suggests
 

the need to insure that the extension service is of the highest quality.
 

Even at the present tine, the extension service is the most effective
 

catalyst under OHV's control for increasing production because the service
 

is responsible for the delivery of production inputs, agricultural
 

machinery and related technology as well as the functioning of the credit
 

system. Therefore, an important element of a medium tern plan should be
 

the development of a program to up-grade the extension service. This would
 

involve augmenting substantially the quantity and quality of extension
 

agents, training, developing incentives for improving their performance, 
improving their supervision and up-grading the level and quality of support
 

available from headquarters. 

Although itwill be necessary to have.agents throughout the region,
 

production goals are more likely to be achieved with a certain amount of
 

concentration of agents. This is particularly true at present where the
 

extension agent is a vital link in the placement of production inputs.
 

Where the production potential is seen as large, and there are new
 

technological inputs to be introduced, there should be some concentration
 

of agents to expedite the adoption of new techniques and to provide extra
 

guidance during the first year or two. Presumably this concentration would
 

coincide with the placement of pilot farms, which particularly need a
 

closer level of supervision as well as more collection of data. More
 

direct involvement with the pilot farms could serve as training. After a
 

couple of years, a lower level of supervision should be possible and agents
 

regrouped to give a push to another area. The faster agents can be taken
 

out of the business of supplying inputs and being involved in the credit
 

program, the quicker the level of extension services can be improved
 

throughout the area. 
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The foregoing suggests the need to classify the OHV region into zones 
according to their development potential, and to prepare more comprehensive 
sector (Secteur) plans than previously done. Such plans would indicate 
cropping priorities for the different zones, i.e., what are the crops that 
hold the greatest potential for the next few years taking into account soil 
types, rainfall patterns, level of sophistication of the farmers, etc.
 

This does not mean trying to go to a monocultural arrangement in any zone,
 
as that would not be satisfactory to farmers, but it does imply that the
 
primary cash crop could vary from zone to zone. Developing cropping 
priorities in certain areas could permit greater specialization and depth 
of training for extension agents, and generally facilitate a closer linkage 
between research, on farm testing and extension services. 

The foregoing proposal assumes the existence of technological interventions 
ready for application. This is true, but there are even greater 
possibilities needing to be tested at the farm level (see Annex B). This 
suggests the desirability of accelerating the dissemination of research 
results to farmers. One action needed is to expand the number of oyl-farm 
testing activities, e.g., (a) by extending the present SAFGRAD sponsored 
activities into the regions not yet participating (Kati and Oulessebougou); 
and (b) by increasing the number of farm participants in the Bancoumana and 

Kangaba regions. Such an expansion would permit a greater variety of 
tests, i.e., involving a larger number of crops or potential crops, and the 
,rpansion could be obtained with minimal investment. 

In recommending priorities for research and deciding upon priorities for 
on-farm testing, there are a couple of underlying principles that must 

continually be kept in mind. They are given much lip service, but the 

Evaluation Team's observations indicate that frequently they are not the 
basis for policy or action. Inwhatever way OHV and AID may formulate 

their objectives, neither will be successful if they do not keep their 
focus on the -individual farmer and his/her needs. The overriding objective 
should be the maximization of the farmer's income and security. Both cash 
and food crops are essential. The cash crop can provide income and can 
give some security, but security in the final analysis requires food 
crops. Yet, the cash crops are essential to finance the investments needed 
to give greater security in the production of food crops--as well as cash 

crops. DEVELOPMENT ASSOCIATES, INC. 
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If one accepts that maximization of the farmer's income and security is the. 
primary focus of project activity, it follows that there must be more farm 
level analysis (economic and social) and farmer participation. Not only-is 
there a need for different technical intervention in the various zones; 
there is also a need for special consideration of smaller farmers (i.e.,
 
those with less than six hectares of crops) who cannot yet afford the
 
500,000 plus franc package offered to the pilot farmers. Inattempting to
 
look at these special needs, it should be easier to see where to give
 
priority inthe other activities OHV attempts to coordinate: functional
 
literacy, cooperative development, community development.
 

While more farm-level analysis seems necessary, this will have little value
 
unless there is more communication with the individual farmer--two-way 
communication. OHV is there to serve the farmers, not the other way
 
around. Examples are plentiful, from Mali and many other countries, of
 
extension services and foreign advisors promoting activities that clearly
 
were not in the best interest of the farmers they were supposed to be
 
helping. A 
recent study prepared as a part of the USAID evaluation of the
 
Operation Riz Sorgho project illustrates the point beautifully. Itis
 
reproduced as Annex C and is recommended as required reading for all OHV
 
management personnel and all foreign technical experts supporting the
 
project. While the physical situation may be different in the two zones,
 
the approach needed to insure the validity of recommendations should be the
 

same.
 

In focusing on farm-level needs and possibilities, a new look is needed at
 
the possibilities of animal traction--in terms of increasing yields,
 
expanding hectarage planted and facilitating marketing. Similarly, live­
stock raising as a "cash crop" also needs a more intensive review. Animal
 
traction is discussed further in Section III. B below.
 

The literacy program needs to be integrated more effectively into OHV 
activities. It could be very supportive in promoting village credit, In 
disiributfng the results of on-farm trials, disseminating information.-.
 
on input and output prices, etc. See also Section III. F below.
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Medium term planning also needs to concern itself with roads maintenance 
(see III. D below) and with the improvement of tertiary roads and trails. 
The latter was included in the project, but effectively has been dropped. 
It is worthy of review, but it should be done with the villagers to get a 
good sense of their needs, priorities and possibilities. It should not be 
reviewed simply as a trail improvement activity, but rather as an effort to 
find the best ways of helping the villagers get their produce to an all­
weather road. Trail improvement may be needed to meet the problem, but it 
may not be sufficient. For example, availability of credit for the
 

purchase of carts may a, so be necessary. 

The most pressing need for Bancoumana is to resolve immediate operational 
problems/issues (Section III. G below). However, medium term planning 
should also receive attention when time permits. In particular, additional 
study needs to be undertaken on means to extend the properly irrigated area 
from 100 to 550 hectares on a cheaper basis than the current 100-hectare 
operation is likely to be. 

Two things are going to be essential to make any project strategy and plan 
effective: an improved OHV financial picture (more resources and better 
financial management) and improved management and general efficiency of 

OHV. The two elements are inter-related: they both must be a part of any 
medium term strategy and plan for the Haute Vallee project. Management 

improvements are discussed in Section IVbelow. Some thoughts follow on
 
the OHV revenue situation; hopefully, they will encourage an intensive
 

exploration of alternatives. 

The principal source of earned revenue for OHV has been the fees received 
for the purchase and delivery of cash crops, particularly cotton. 
Presumably, this could continue for some time. However, this is not 
sufficient; furthermore, it would be more supportive of project objectives 
if OHV could be involved in the marketing of other commodities. In time, 
this probably will also be taken over by the private sector. However, 
OHV's continuance in the market might be justified for some time just to 
insure that competition was really working in the market, i.e., to insure
 

that the farmer was not being unduly gouged.
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As the GRM gradually lets grain prices seek their market level, there 
should be no reason why OHV could not buy cereals as well as cotton and 
other traditional cash crops. In the meantime, OHV, with USAID support, 
might request the GRM to permit OHV to offer to buy part of a village's 
production at the official price and part at the going market price. A 
split of 1/3 official, 2/3 free market might well be interesting to the 
farmer since OHV would be there anyway buying other crops, and the farmer 
would not have to worry about getting his produce to market. This probably 
would mean that the government would get more grain than usual at the 
controlled price--certainly from the OHV area. OHV should also look at the 
possibility of renting storage space, or paying farmers to store grain on 
the farm, so that it could hold the grain for sale later in the year when 
prices rise. 

3. Organizing the Planning Process 

It is important to recognize at the outset that planning cannot be a 
one-time thing; rather, it should be a continuous process. In addition, 
OHV is already overloaded and has a number of crucial operating problems to 
resolve before the start of the next campaign, e.g., finding a source of 
funding for production inputs, establishing with USAID the credit terms for 
the coming campaign, meeting USAID conditions precedent for starting 
construction at the Bancoumana polder, organizing an expansion of the 
distribution of rock phosphate, finding means for expanding on-farm field 
trials, etc. Given the foregoing, it is essential that the medium term 
planning process be carried out in stages. There follow some suggestions 
on how to organize the planning process and on which activities to give 
priority. 

A first step would be a meeting to obtain agreement on the proposed long
 
term priorities and to establish a work plan for initiating the medium term 
process. Since acceptance of the proposed long term priorities has 
implications beyond immediate OHV operations, the Minister of Agriculture 
should be represented. Since the GRM Five Year Plan is not yet promulgated 
and OHV's proposed five year plan is still being considered in the GPM' 
pl anning process, representation from the Pl anning Ministry probably would 
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be necessary. Even if there was not consensus on all of the proposed
 
priorities, the meeting should establish a work plan for initiating the 
medium term planning that would flow from the priorities on which agreement 
was reached plus establish a plan for further study of any unresolved 
issues related to the proposed long term priorities. 

In the meeting to discuss long term priorities and to establish a work plan 
for the medium term planning process, particular attention should be given 
to the adequacy of information available on which to base decisions. If 
there are information gaps, steps should be taken to organize appropriate 
surveys or studies. A particular area that comes to mind is farmers' 
attitudes toward credit, on-farm testing, pilot farms, extension 
activities, transportation and marketing difficulties, possible role of the 
private sector (merchants from Bamako, local merchants, village 
organizations). 

Concurrent with organizing a meeting to discuss long term priorities, other 
actions should be initiated to implement recommendations in the draft 
evaluation report which were generally accepted in principle and which will 
be supportive of or provide input to the medium term planning process. For 
example, the technical assistance contractor could be requested to: 

(a) initiate recruitment of the long term credit advisor; 

(b)bring in a team of short term experts to develop a plan for improving
OHV administrative efficiency, focusing on logistics planning,

financial management and support to field offices;
 

(c)bring in a short term expert to study ways of increasing OHV revenues;
 

(d)bring in a planning team to develop a plan for a more concentrated and 
more integrated development errart in one of the regions, e.g.,

Bancoumana; and
 

(e)organize a series of meetings to review the accomplishments of the
 
animal traction and blacksmithing program and make recommendations for
 
re-structuring the program to make it more effective (see Section III.
 
B below). 

It is recommended that the contractor be given primary responsibility for 
organizing the above actions, because OHV has a limited staff available for 
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such purposes. However, OHV's planner should participate in the 
organization of the planning process, and OHV personnel should be involved 
in all of the activities proposed. The interaction of local staff andS, 
expatriate expert should be beneficial to both. 

The foregoing activities will take time to carry out. Then it will be 
necessary to approve (perhaps with modifications) the different groups' 
recommendations. Realistically, most of the activities will not be 
completed in time to be integrated into the planning for the 1982-83 
campaign. Therefore, it is important to provide the planners of the 
1982-83 campaign with some guiding principles suggested in this report 
which generally have been accepted, e.g., improved integration of
 
functional literacy activities with the credit and extension activities,
 

concentration of resources to ensure that some economic impact from the
 

project can be demonstrated by the end of the first phase of the project. 

A second order if priority of planning activities would be the development 
of a viable road maintenance program for the secondary roads being 
constructed (see Section III. D below). The possibilities for reducing 
costs and maximizing villager participation in the further rehabilitation 
of the Bancoumana polder also should be studied, drawing on the experience 
gained in the construction, leveling and putting into production of the 
first 100 hectares planned for spring 1982. 

Once the results of the foregoing activities are available and generally 
approved, there will be a need to integrate the various activities into a 
medium term plan. It is only at this point that it will be possible to 
determine definitely that the necessary personnel and funding resources 
will be available to carry out all of the individually proposed 
activities. This plan should establish time-phased physical targets as 
well as funding levels and assign action officers for each major 
component. Such action officers may need assistance in preparing more 
detailed work plans to ensure that proposed targets can be met. 
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It has been suggested that the tec.hnical assistance contractor should be 
responsible for recruiting a number of experts to facilitate the planning 
process and to organize a number of the activities. If the contractor is 
not able to do all of the actions proposed in the time required, some of 
the tasks probably could be carried out efficiently by use of personnel 
from some of AID's Indefinite Quantity Contractors. 
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III. PROJECT PERFORMANCE AND PROGRESS
 

This section proves an overview of project achievement plus a discussion of the 

seven components of the project as set forth in the Project Paper and the Project 

Grant Agreement. There is a short review of progress and/or evolution of each 

activity, followed by comments and recommendations. Further details on the activ­
ities can be found in the working papers prepared by members of the Evaluation 
Team covering all components except OHV Support. The working papers were individ­

ually distributed and are being bound in a separate reference volume for the Pro­
ject Director, Project Officer and the LBII Chief of Party. 

A. Overview 

The Project Grant Agreement was signed within the same month the project was 

approved (September 1978), but virtually nothing has been on time since. Most 

proposed activities are one to two years behind schedule due to various fac­
tors: AID red tape and procurement delays; inadequately trained OHV managers, 
exacerbated by an insufficient use of technical asssistance; poor contractor 

performance; deviations from project design; grossly inadequate project manage­
ment by USAID, reflecting in part AID/Washington (AID/W) inability or unwill­
ingness to provide qualified personnel; and faulty assumptions in the Project 

Paper. 

Some work oxen have been distributed under the animal traction program, but 
little has been achieved in relation to the Project Paper's concepts. The 
changes in credit terms and interest rates that were to take place in the first 
year of the project were not even attemnpted until the third year, and then were 
done so poorly that the net result was negative. Construction of farm-to­
market roads is over one year behind schedule, due largely to delays in arrival 
of equipment, but the activity shows promise of good progress from now on. The
 

concept of trail improvement has been dropped. 

The health component has still not been submitted for GRM or AID/W approval; 

and it is not clear whether it will be initiated during this project period. 
The establishment of functional literacy centers is ahead of schedule, but a 
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number of centers have since closed. Furthermore, goals of the literacy pro­

gram for providing greater support to OHV extension and credit activities and 

increasing classes for women have not been achieved. The Bancoumana polder 

rehabilitation is also behind schedule; furthermore, project goals will not be 

attainable because of faulty assumptions in the Project Paper. 

Delivery of equipment and vehicles for OHV administrative support was delayed 

but generally has been accomplished. Building construction is about two years 

behind schedule. The technical assistance contract was not signed until a year 

after the Project Grant Agreement was signed, and the technical assistance was 

limited in its effectiveness during the first year by the approach and atti­

tudes of the first chief of party of the contract group.
 

In spite of the foregoing, there have been some positive developments. There 

has been a substantial increase in cereals production in the region, particu­

larly of corn. The principal catalyst to this development has been the level 

of prices available to the farmer on the parallel market. Nevertheless, OHV 

activities supported by the project have made some contribution and could make 

an even greater contribution in the future if a number of the recommendations 

in this report are implemented. 

The policy outlook has improved considerably. The GRM is reducing its inter­

vention in the market and planning to offer the private sector a more important 

role. The controlled prices on cereals will gradually be phased out over a 

five-year period. 

In summary, there have been disappointing results to date, but the potential is 

still there and realizable. The key ismanagement, management, management.
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B. 	Animal Traction 

I. 	 Project Paper/Project Grant Agreement 

The Project Grant Agreement calls for the construction of eight animal trac­

tion centers over the five years of the project and names the towns in which 

they should be located. The program proposed for the centers is discussed
 

also. Inaddition the Agreement specifies that a blacksmith shop should be
 

part of each center. Two hectares were to be set aside for applied
 

research, involving both cultural practices and animal traction. The Pro­

ject Paper indicated that the centers should be built at two a year during 

Project Years 2 and 3, three in Year 4 and one in Year 5. 

2. 	Progress/Evolution 

OHV built four centers in the first year of the project, two of which were 

in relatively remote areas -- contrary to the advice in the Project Paper. 

Furthermore, only one of the four was on the jointly approved list in the 
Grant Agreement. The Director of OHV subsequently concluded that itwas not
 

feasible to utilize the centers as planned. Apparently none of the centers 

was ever staffed and no attempt was made to have them function in the manner 

intended. Inany case, their only function at the moment is a holding 

ground for oxen being placed wiHh farmers. Inmost cases this involves the 

center being used one day a year. There has been some discussion of using 

the centers for collecting animals for more expeditious execution of animal 

heal th activities. 

3. 	Comments 

a. 	The Project Agreement provides that changes in project plans should be 

documented by Project Implementation Letters. However, none was issued 

regarding the animal traction activities. 

b. There is no documentation in USAID that gives the rationale for building
 

four centers in the first year. Neither is there official documentation
 

giving the rationale for concluding that the centers were inappropriate 

or for approving the decision to build so many centers or subsequently to 
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abandon the program. An OHV report states that farmers would not come to 

the centers for ten days for the proposed training. While this may well 

be true, that was only a small elen.ent of the program proposed for the 

center and in itself does not offer sufficient justification for abandon­

ing the centers.
 

c. An effective animal traction program can result in increasing both areas 

and yields of food crop production by small farmers. Yet, there is not 

a cohesive well-implemented animal traction program at this time. The 

program for the purchase and distribution on credit of work oxen needs to 

be managed better and probably re-vamp'ed. The only useful training being 

given in the field in animal traction appears to be that given by the 

LBII animal traction expert, but it is not clear that the trainers (ex­

tension agents) are yet able to pass on anything useful to farmers. The 

blacksmith program needs to be up-graded to small-scale metalworking and 

to be expanded and more fully supported. Veterinary services need to be 

improved. The problem of animal nutrition during the dry season needs to 

be given increased attention. The idea of the animal traction centers 

serving as a relatively convenient location for integrating the provision 

of farm support services needs to be reviewed. 

RECOMMENDATIONS 

(2) 	 That, as part of the development of a project strategy and medium term plan 

(Recommendation (1)), an integrated animal traction program be prepared, in­

cluding suggestions for the use of the already constructed centers. 

It is suggested that the following be invited to participate in, or make in­

puts to, the definition of a useful and feasible animal traction program: a 

representative from the Division de Machinisme Agricole; Robert Shulman, 

author of Strategy for the Advancement of Animal Traction in Mali; Glenn 

Anders, REDSO regional agricultural engineer who is familiar with a number of 

animal traction programs in West Africa; Jerry Johnson of SAFGRAD and Phil 

Serafini of ICRISAT, who participated in the formulation of the original pro­

ject design; and Jerry Cashion, the rural sociologist of the USAID -- as well 

as field personnel of OHV and LBII experts. 
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Of even greater importance than the views of the experts are the views of the 

farmers. A survey should be made of the status of all animals distributed 

under the program to date and of the extent to which the receiving farmers are 

using the oxen for carrying out improved practices. The foregoing should be 

supplemented by a survey of farmers' views of: (a) the need for additional.' 

oxen; (b)0HV credit terms; and (c)the most important needs of the farmer to 

support the oxen and to utilize them effectively. 
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C. Credit 

1. Project Paper/Project Grant Agreement
 

A brief description of the system existing at the start of the project was
 

included in the following paragraph from page 8 of the Project Paper:
 

"InMali, the nurchase of farm inputs (fertilizers, chemicals and small 
farm equipment) is the monopoly of SCAER, which acts primarily as a supply 
agency for the different Government Operations. SCAER's function in the 
project area is performed by OHV, which receives a 5 percent commission 
for each input. The unit prices for different items are fixed by the
 
Government eacl. year and are in general lower (20 to 30 percent) than
 
SCAER's calculated cost prices. This subsidy ispartially (ifnot com­
pletely) offset by the taxes levied on every ton of seed cotton and
 
peanuts marketed. Fertilizers, seeds and chemicals are sold on short­
term cr-dit (less than one year) and no interest is charged. Small farm
 
equipment is sold for cash or on maximum three-year credit at about three
 
percent interest, but a one-third down payment is required. Loans for
 
motor pumps are made on a maximum five-year basis. There are no loans
 
for purchasing work animals. The system operates simply since no money
 
passes hands. The only other sources of credit in the Haute Vallee are
 
local traders and relatives."
 

The credit system was not considered adequate because: (a)SCAER did not
 

always supply OHV with agricultural implements in a timely fashion; (b)
 

maturities were not considered by the farmers to be long enough to acquire
 

more expensive equipment; (c)no credit was available for the purchase of
 

work oxen; and d) SCAER's low interest rate of 3.1 percent would not pro­

vide for a self-sustaining credit program.
 

The Project Paper proposed that the project build upon the existing credit
 

system, modifying its most deficient aspects during the first three years.
 

Before the project's third crop season, a U.S. credit design specialist,
 

with the assistance of the long-term credit specialist, would make a
 

detailed five-month study of the credit program with GRM officials, and
 

made recommendations for a new credit system.
 

The principal changes that were to be made right away in the existing
 

program were as follows:
 

a. allow for longer repayment schedules ,(five years) for specific farm
 

implements.
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b. 	permit loans for the purchase of work oxen. 

c. 	 introduce an insurance program for the oxen purchased on credit which 
would insure traction animals at 100 percent of their value against
death from any cause except slaughter. Ten thousand dollars was to be 
deposited in the insurance account at the outset, separately 
accountable. 

d. 	make loans available for necessary land-leveling at the Bancoumana 
polder. 

e. 	increase the current tnterest rate for all commodities purchased on 
credit as follows in Order to ensure a viable credit program from the 
outset:
 

COMMODITY INTEREST RATE DOWN PAYMENT REPAYMENT SCHEDULE
 

Work oxen 12% incl.ins. 25% 5 years 
Implements 6% 	 0 5 years 
Fertilizer 6% 	 0 1 year 
Seeds, supplies 6% 	 0 1 year 

Inaddition, the GRM was to be requested to give OHV the right to purchase 
implements directly from suppliers -- including from local blacksmiths, 

thereby encouraging the development of the incipient small scale agricul­

tural implement industry in Haute Vallee and enabling OHV to overcome 
SCAER's del i very shortcomings. 

Loans were to continue to be made to villagers or associations, making
 

responsibility collective. Villages would not receive loans the following 

year until all outstanding installments had been paid as provided in the 

loan agreement. 

Significant Assumptions
 

The Project Paper recommended building upon the existing credit system.
 

Underlying this were four assumptions: (1)the demand for credit inthe
 

Haute Vallee would not rise greatly for several years; (2) it would not be
 

possible to design a credit system to meet the needs of the area until U.S. 
technicians had been in-couAtry for some period of time -- a long-term 
credit specialist was to have been part of the technical assistance team; 
(3)villages or village associations were collectively responsible for loan 

repayments and the threat to cut off credit to everyone in the village the 

following year would insure repayments; i.e., as it was being applied in Gao 
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where the repayment rate had remained at '100 percent;,and (4) the loan pro­

cessing system was working satisfactorily.,,.,. 

The Grant Agreement generally carried over the provisions of the Project 
Paper, including covenants for increasing interes' rates and for revamping: 

the credit system in the third year. However, the specific changes in 

interest rates were not carried into the Grant Agreement. 

2. Progress/Evolution 

There appears to have been no change in the credit system during the 1979-80
 

campaign (roughly April or May through January or February). In the 1980-81 

campaign, five-year loans were provided for the purchase of work oxen,
 

although this was generally limited to the pilot farmers. Proposals for
 

some additional changes to become effective with the 1981-82 campaign were
 

prepared by OHV and the Louis Berger team and submitted for USAID approval
 

in November 1980. One important change was for AID to finance production
 

credit as SCAER had gone out of business. USAID in turn prepared its own
 

guidelines for revision of the system and submitted them to OHV as Implemen­

tation Letter (PIL) No. 4 of March 23, 1981. Inundated PIL No. 5, the
 

USAID indicated its concurrence in the provisions made by OHV to implement
 

the system as modified by PIL No. 4. 

OHV's instructions to its field personnel do not correspond to PIL No. 4, 

and in the field the reality does not correspond even to OHV's instructions. 
Furthermore, Note de Service No. 144 of 16 June 1981 which gave the price 

schedule has confused matters further. The Note gave the prices for cash 

sales, for five-year credit sales for equipment, the annual payment for
 

five-year sales and campaign credit prices for production inputs, including 

seeds. The five-year credit price was generally 38.7 percent above the cash
 

sale price. No mention was made of prices for three-year loans, and the 
Chefs de ZER interviewed had interpreted the Note to mean that all equipment
 

was to be provided on five-year loans. In July 1981, USAID apparently 

agreed informally to modifications of some of the more onerous privisions of 

PIL No. 4. 
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3. Comments
 

a. There is a very large demand for credit for purchase of oxen on present
 

terms. The demand for farm equipment, fertilizer, and probably insecti­

cides and fungicides, would also rise if those inputs applicable for cer­

eals and truck gardening were made available through the program.
 

b. 	There is no feasible alternative source of credit at this time. The 

newly-created agricultural development bank (BNDA) is not yet functioning 

and probably is not an alternative before the end of this phase of the 

project. 

c. The production goals of the credit program are so heavily oriented toward
 

the production and commercialization of cotton that AID should consider
 

terminating support to the credit program if this orientation is not mod­

ified.
 

d. The credit system is not solvent. While the intent of USAID's PIL No. 4
 

was to move toward a more solvent system, it was not thought through
 

sufficiently and was based on false assumptions about field conditions.
 
Its issuance so late in the season further complicated things, and OHV 

was unable to deliver needed production inputs and traction equipment on 

a timely basis. Improved performance for the next credit season will 

require strong, positive (albeit somewhat drastic) action. 

e,	The system of management of the credit program is grossly inadequate -­

in Bamako and in the field. The warehousing system is inadequate, the
 

information system does not provide information appropriate for good
 

planning of purchases or field distribution of commodities, there is no
 

central record of borrowers, the system for loan placement is open to
 

abuse, the process for loan recoveries is inadequate. The system is
 

over-burdened with paperwork designed to establish controls; yet, it does
 

not provide an adequate system of control. No reflows have yet been put
 

in the special credit account, and it is not clear that the credit
 

records in Bamako are good enough for OHV to determine the amounts due
 

to 	the special accoun.. 
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f. 	 Personnel in the field have not had adequate training in warehousing and 

credit administration. They are not provided with adequate supplies and 

equipment to do an efficient jLb. 

g. USAID should never have agreed to drop the Agricultural Credit advisor
 

from the Technical Assistance team. It should have arranged for the
 

study of the system called for in the Grant Agreement.
 

RECOMMENDATIONS
 

(3)That USAID do a financial review or request,,,an audit of the use.,of agricul­

tural credit funds.
 

(4)That USAID makeno further funds available forItl.e Credit Fund until the
 

following actions have been taken:
 

a. Agreement is reached on interest rates, down payments and repayment terms
 
for oxen and equipment loans for the coming campaign and on initiating
 
the work oxen insurance program. The foregoing should be incorporated in
 
a new Implementation Letter and PIL No. 4 should be canceled.
 

b.Agreement is reached to recruit a short-term logistics planning advisor
 
to review the OHV system for planning, purchasing and distributing pro­
duction inputs, agricutural equipment and work oxen. 

c. Agreement is reached on the recruitment of a long-tern crdit advisor for
 
a tour of at least one year.
 

d. Agreement is reached on increasing the amount of credit available to pro­
ducers of cereals, even if they are not producers of cotton.
 

e. A procedure isagreed to for determining the amount due to the special
 
credit account and for establishing loan records that will become the
 
basis for the new credit system. 

(5)	That arrangements be made to do a survey of the availability of Commissions
 

de Vulgarisation, village associations, etc., and the feasibility of their use
 

in the administration of the credit program. The survey should identify other
 

possible ways of involving the villagers directly in the administration of the
 

program. The survey should be initiated in time to put its recommendations
 

into effect for te 1983/84 campaign.
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(6) 	That the long-term Credit Advisor work with appropriate officials of OHV, 
USAID, the Technical Assistance team and research organizations in the area 
to develop means of using credit to foster small-scale private enterprise 

activity in the region which would improve services to the farmer (e.g., 
equipment repair or fabrication) and/or lead to increased production either 

through farming larger areas or obtaining higher yields (e.g., tractor rental 

or other equipment rentals). 

(7) 	That the long term Credit Advisor and his OHV counterpart maintain close con­

tact with BNDA so that the system evolving in OHV is as compatible as possible 
with BNDA's to facilitate the transfer of the administration of the OHV 
credit system to BNDA at an appropriate time. 

DEVELOPMENT ASSOCIATES, INC.
 



-44-


D. Farm-to-Market Roads 

1. Project Paper/Project Grant Agreement 

The Project Grant Agreement describes the activity in Annex 1: 

"...the project will finance the construction of 398 km of existing roads 
and tracks in the project area. Two-hundred and three (203) will be 
improved to Class B all-weather standards, including laterite surfacing; 
the remainder will be graded and improved by installation of drainage 
structures. Construction will begin in the project's second year and is 
expected to terminate by the project's fifth year. Short-term engineering 
consultants will be provided. The equipment for constructing the roads 
financed by the project will be given to OHV which will contract with 
Travaux Publics and make such equipment available to construct the roads 
and trails. The equipment for maintaining the roads will be given 
directly to Travaux Publics for the purpose of maintaining these roads..." 

The Project Paper provides a listing of the roads to be improved and a
 

scheduling by year. The criteria used for road selection were:
 

(1)population served;
 
(2)market production;
 
(3) existing road structure; 
(4) geographical considerations (stream avoidance and river flooding);
 
(5)location of animal traction/credit centers.
 

The Project Grant Agreement had a Condition Precedent related to the pro­

curement of the road-building equipment because it was assumed that the GRM
 

would procure the equipment. A decision was made subsequently to have AID
 

do the procurement, but this was not documented by use of an Implementation
 

Letter.
 

To ensure timely completion of the roads and their subsequent maintenance,
 

a number of covenants were included in the Grant Agreement:
 

(h)With respect to the road building components of the Project the Cooper­
ating Country shall agree to the following: 

(1)A special brigade will be created by Travaux Publics, the Public
 
Works Department of the Cooperating Country ("TP") which will con­
struct, improve and maintain the roads financed under this Grant;
 

(2)TP shall provide to the special brigade a sufficient number of ade­
quately trained technicians and supervisory and support personnel as
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may be required to construct approximately 203 kilometers of Class B
 
roads and 195 kilometers of trails in the project area and to main­
tain such roads and the equipment financed under the Grant;
 

(3)Except as AID may otherwise agree inwriting, road construction and
 
maintenance equipment financed by AID under the Grant shall be
 
assigned by the Cooperating Country as follows:
 

(i) 	road construction equipment, for the life of the project, to
 
OHV which shall make such equipment available to the special
 
brigade for the construction or improvement of roads in the
 
project area;
 

(ii) road maintenance equipment to TP which shall make such equip­
ment available, both during this project and after it is com­
pleted, to the special brigade for the purpose of maintaining
 
the roads which are constructed or improved in the Project
 
area under this Grant;
 

(iii) 	road construction equipment, upon termination of the Project, 
to TP which shall make such equipment available to the special 
brigade for the purpose of maintaining and upgrading roads in 
the 	Project area. 

(4)The construction and improvement of roads in the Project area by
 
the special brigade shall be supervised by TP but shall be under
 
the 	direction of OHV. 

(5)TP and the special brigade shall have the responsibility to
 
maintain each road constructed or improved under this Project as
 
soon as construction or improvement of each road is completed, and
 
maintenance costs shall be financed by the Cooperating Country.
 
Within one year after execution of the project agreement, the
 
Cooperating Country shall identify a satisfactory source of funding
 
from its revenues for such costs.
 

2. Progress/Evolution
 

a.Design Standards 

In the initial implementation of the road design, the decision was made to
 

modify the original planning in that minimal improvement of access trails
 
would 	be dropped and all roads would be constructed to a modified Class B
 

Standard. This decision was based on the following:
 

(1) 	the Travaux Neufs (TN, the road construction unit of Travaux Publics)
has been improving secondary roads to one uniform standard, type B, 
which 	provides all-weather access for traffic volumes of 2,000 to
 
5,000 	tons per year, which is equivalent to a range of five to 15
 
vehicles per day; 
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(2)the narrowness of the trail (4m) would not accommodate passing of
 
two trucks, particularly in the rainy season; 

(3)the soil conditions prevalent inmuch of the Project area is highly
 
friable and subject to haavy erosion, particularly on fill slopes of
 
the roadbed, which erodes inward and decreases even further the
 
effective useable roadbed width. 

This decision was not documented by use of a Project Implementation
 

Letter.
 

b. Construction 

The first project year's activity was confined to topographical studies 

and equipment procurement. Construction progress during this last season 

(1980-81) has been complicated and difficult due to late and piecemeal 

delivery of AID financed equipment and materials. Construction work 

started in November 1980 with the limited amount of equipment that had
 

arrived. Although work did progress slowly as new equipment was 

received, work was continually delayed for various reasons: mechanical 

problems with, and lack of spare parts for, the IH trucks; delays in
 

receiving advances of funds from USAID; and lack of culvert pipe for 

drainage structures. In spite of all the problems, Travaux Neufs was 

able to constuct about 45 kms equivalent of road during the season 

before rains arrived and stopped work. The 60 kms of road worked on, 

however, are not complete and TN will have to install drainage pipe and 

structures and perform finish work on the laterite surfacing of all three 

roads when work commences again in October. These roads are: 

- ancoumana - Sibi 21.7 km 
- Bancoumana - Somona 5 km 
- Bancoumana - Karan 33.3 km 

The first two of these roads was scheduled in the project Paper for the 

second year of construction; the third was not included in the Project 

Paper listing at all. No implementation letter has been prepared to pro­

vide a current list of the roads planned for construction nor to explain 

the changes in priorities. 
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As of August 1981, nearly all of the AID financed equipment has been 
received, hopefully inworking order, and the culvert pipe ordered for
 

the drainage had also arrived.
 

c. Equipment Procurement
 

The Project Paper recomended two sets of equipment, one for construction 

and one for maintenance. The two sets of equipment have been mixed oper­

ationally at this point. The Director of OHV states that he does not in­
tend to turn over the maintenance equipment to Travaux Publics, or the 

construction equipment at the end of the project, because he has no 

assurance of getting his roads maintained. The GRM has not complied with 
the covenant in the Project Grant Agreement regarding a funding source 

for road maintenance. 

In implementing the project, USAID/Mali was unable to order the entire
 

equipment requirements at once due to a reduced budget for the first
 

year's operations. Also due to equipment supply unavailability and spec­

ification preferences, there were substitutions and some deletions from
 

the Project Paper listings. One lowbed tractor trailor is still in the
 

pipeline.
 

Another change from the PP equipment planning was the deletion of the
 

requirement for furnishing an initial supply of spare parts with the
 

equipment. This was changed by USAID on the rationale that too often
 

the spare parts delivered by the suppliers are not the ones needed or
 

even useable, and such a large supply requires an adequate storage
 

facility with trained perssonnel, etc., which are not available under
 

this project. Itwas therefore decided to require the equipment sup­

pliers to have a local dealer representative in Bamako, and this local
 

dealer would be charged with stocking an adequate supply of spare partbi
 

for the equipment.
 

d. Equipment Maintenance and Repair
 

The maintenance and routine repairs of constructionlequipmentand.
 

vehicles is accomplished at the construction!baseLcamp at Bancoumana.
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Because of limited shop facilities and tools, and lack of spare part
 

storage, all major repairs and overhauls are sent to the equipment dealer
 

representative's shops in Bamako. Only a limited quantity of high use
 

spare parts are kept at the camp. The local equipment dealer in Bamako
 

is depended on to stock and supply needed spare parts. This system seems
 

to be working well as far as the Caterpillar equipment is concerned.
 

However, a major problem has occurred with the IH equipment. The local
 

representative does not stock any spare parts and in spite of an agree­

ment by IH representatives in Europe to remedy the situation, no improve­

ment has taken place so far. Some parts have been on order since 

December 1980 and still have not arrived. 

Compounding the problem, the large number of IH trucks and scouts fur­

nished to the project have not been built for the kind of usage and 

conditions in Mali. All the trucks had to have modifications to the 

radiator mounts and new heavy duty air filters installed. They are 

subject to frequent breakdowns. The hydraulic pump on the dump truck 

hoist is poorly designed and located such that dust quickly enters the 

gears and wears out the shaft and bearings. One dump truck has been 

deadlined since May, and the dealer has not been able to furnish the 

required replacements. 

It is understood that IH does not manufacture parts for their equipment;
 

rather, they have to be obtained from independent suppliers. The trucks 

are usually constructed from components of other brands. For instance, 

the water trucks have Elliott (Galion) tanks and related equipment. 

Luckily, all the trucks furnished on this order were equipped with Cater­

pillar engines, so at least parts for them can be obtained through the 

local Caterpillar dealer. 

As can be seen, a major problem is evident and will require immediate and 

rapid efforts to resolve before the coming construction season. If more 

of the IH trucks are put out of service for lack of parts, it could 

affect the entire construction effort. The USAID procurement office is 

attempting to locate suppliers in the U.S. from which parts can be 

ordered directly. He also proposes to request IH/Brussels to inspect the 

vehicles. 
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e. Road Maintenance
 

The Project Grant Agreement provided that Travaux Neufs would accomplish
 

all required maintenance of roads constructed under the project. This 
maintenance was to have been done through use of the maintenance equip­

ment unit funded by the GRM. To assure that maintenance would be accom­

plished, a covenant in the Grant Agreement required the Government to 

indicate an acceptable source of funds for the maintenance within one 
year of signature of the Agreement. To date, there has been no such 
indication that a source of funds is or will be available.
 

As far as maintenance requirements on OHV project roads are concerned, 

there will be no requirement for maintenance during this next construc­
tion season as the construction unit must complete the roadway surfacing 

and drainage structures on all the three roads before going on to other 
new construction. With only two construction seasons remaining under the 
Project, maintenance funds will not be required until the following or 

final year of the Project. However, it is necessary to prepare a plan 

now for how the maintenance unit will accomplish its task. It will 
require a division of labor forces and equipment and accounting proced­

ures. Planning for project read maintenance must go hand-in-hand with 
the GRM funding search.
 

3. Comments 

a. There have been changes from the Project Paper and/or Project Grant 
Agreement in design standards, construction priorities, and equipment 

procurement. While all may have been rational, none have been properly 
documented (i.e., by PIL) and it is not clear that the implications of
 

the decisions were thoroughly thought out. 

b. The most important cause of delays in the implementation of the road 

rehabilitation activity has been the delays in equipment procurement (an 
AID responsibility) and the inadequacy of the IH equipment and back-up
 

support for the equipment.
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c. Inadequate planning may well be a cause of future delays if immediate 
action is not taken soon. For instance, 300 meters of culvert pipe was 
ordered from the States for the entire project. It did not arrive in 
time for use last construction season. It is now learned that of the 300
 

meters ordered, 225 meters will be necessary for the 60 km. of road 
already constructed, leaving only 75 meters left on hand. It is pro­
jected that the road Nyenhema to Sandama (40 km.) will require about 550 
meters of culvert pipe alone. Unless more pipe is obtained soon, con­
struction will again be held up this next construction season for lack of 
drainage pipe. With only two seasons left in the current project, it is 
imperative to have firm priorities on which roads will be constructed and 
make sure all materials are obtained ahead of time. 

d. 	 Another potential cause for future delays is an inadequate supply of 
spare parts, especially for the IH vehicles and equipment. Since spare 

parts procurement is included in the Louis Berger contract, it is not 
clear why they have not been carrying out this responsibility. The pro­
posal that USAID continue this role, while perhaps giving some training 
to someone in OHV does not seem to take into account the load already 
placed on the USAID procurement office. Also, given the management over­
load at OHV, it does not seem appropriate to plan to shift offshore pro­
curement to OHV. Better would be to increase the pressure on U.S. firms, 
through AID and LBII channels, to beef up their local capability to sup­

port their vehicles and equipment. 

e. Two years after the deadline established in the Covenant on road main­
tenance, there is no indication of serious high level discussions with 
the appropriate GRM ministers on the subject of the organizational 

arrangements and source of funding for the maintenance of the roads being 
rehabilitated. The OHV Director's proposed solution of keeping the road 
equipment so he can do the maintenance is not viable. His organization
 

has neither the technical capability nor the funding possibilities to
 
undertake this responsibility even if he had the authority. 

f. 	 Implementation hus been delayed at times because advances of USAID funds 

to the TN brigade have not been made on a timely basis. There is a risk 
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that this will happen again because the USAID requirement fora separate:
 
account for AID funds has not been resolved.
 

g. 	Clear responsibility for the supervision of the construction has not been 
established, although signature of the OHV-TP contract should clear the 
way for this role to be assumed by the LBII road engineer. The signature 

of this contract shouid not be delayed because of a debate over future
 
ownership of the equipment. That should be left for a future decision
 
after the GRM has taken appropriate decisions on the general problem of
 
primary and secondary road maintenance. Inthe meantime, it is assumed
 
that both construction and maintenance units could be used in the road
 

rehabilitation effort this coming season.
 

h. The USAID engineer is about to depart post, and no replacement is
 
planned. This seems flawed on two counts. It is no doubt assumed that
 
coverage by REDSO engineers will be adequate. REDSO personnel are
 
already being pushed to the breaking point and possibly beyond and they
 
cannot now meet all the demands being placed on them. Neither of the
 
REDSO engineers assigned to this evaluation was able to stay in Bamako
 

long enough to complete his assignments. Itis recognized that tie USAID
 
Director is also an engineer but he has more than a plateful of Direc­

tor's level problems to solve. As far as the project isconcerned, not
 
one of the activities with an engineering component is running smoothly.
 
As 	indicated above, this roads activity has plenty of pending actions
 
that need to be monitored and pushed. There is also the long-delayed
 

up-coming construction of the Bancoumana polder. Then there is the con­
struction of the new OHV headquarters, the OHV garage and a number of
 

buildings scattered in the four sectors. The headquarters building con­
tract is finally signed, but the garage contract isyet to be let. The
 

location, type of construction, method of contracting, and procedures for
 
contract supervision for the buildings in the field are all still up in 
the air. And that's without looking at engineering requirements in other 
projects. Surely $4 to 5 million inconstruction activity would justify 
one USAID engineer position.,-
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RECOMMENDATIONS
 

(8) That the decision to drop the engineer position be reconsidered and postponed
 

for at least a year. 

(9) That USAID-OHV-LBII management give urgent attention to ensure that immediate 
decisions and actions are taken that are necessary to assure that road con­
struction starts as soon as the rains permit and will continue without inter­
ruption throughout the dry season. This would include at least the follow­
ing: 

a. 	Expediting the signature of the OHV-TP contract. 

b. 	Settling the funding control and accounting issues. 

c. 	Establishing clearly (i.e., in writing in appropriate documentation), 
that the LBII engineer is responsible for construction supervision and 
that LBII is responsible for spare parts procurement). 

d. 	Reviewing the plan for the coming construction season to ensure its 
feasibility and to preclude ending up at the end of the season with 
partially complete road segments that will have to be re-worked the 
following season. This may mean changing road priorities to fit the 
available material; e.g., drainage material. 

(10) Within the next three to six months, USAID management should initiate a dia­

logue with the GRM ministers of TP, Plan and Finance (at a minimum) about 
possible solutions to the road maintenance problems and suggest a special 
conference to deal with the problem. Inpreparation therefor the following 

actions are recommended: 

a. 	Meet with other donors who are financing road construction in Mali with 
a view to (1) developing information on various types of primary and 
secondary road maintenance programs that have been established in other 
countries in West Africa or elsewhere with similar conditions; and (2)
developing support for the special conference with the GRM to develop a 
long term road maintenance strategy and plan which the donors would be 
prepared to support. 

b. 	Request AID/W Office of Evaluation and the Development Information Ser­
vice to provide information on decentralized road maintenance programs.
Specific attention should be paid to the USAID project in West Cameroon 
in the early 60's and to the possibilities of the use of animal traction 
as 	practiced in the U.S. some 45 years ago -- see Roush to Eldredge and
 
Anders cable of 8/31/81 (Bamako 5350). 
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c. 	 Request the assistance of REDSO engineers in analyzing the information 
received and participating in the proposed conference if the GRM accepts
the proposal. 

(11) That no road constructiion be financed in 1983 if a road maintenance strategy. 
and plan has not been developed prior to that time., 
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E. Disease Control 

1. Project Paper (PP) 

The major design element of the PP health component was to call for a 
detailed design for a "limited healthintervention" (page 15 of the PP) in 

the OHV project zone. 

2. Progress/Evol ution
 

The design of a health component was completed in February 1981 and is
 
referred to as the Duffy proposal ("The Health Component of the Operation
 
Haute Vallee," M. Duffy, February 9, 1981). The evaluation team was asked
 
to evaluate the managerial and organizational feasibility of the Duffy pro­
posal. The health specialist on the team recommended some modifications of
 
the Duffy proposal to eliminate any management workload on OHV and the OHV
 
Project Officer in USAID. The proposal was found technically feasible, and
 
the needs were evident. Therefore, it was recommended in the draft Evalua­
tion Report that the modified proposal be submitted to the GRM Ministry for
 
Health for its approval and be implemented if approved by the Ministry and
 

AID/W.
 

In discussions of the draft Evaluation Report, the USAID took the position
 
that even the modified Duffy proposal would require a great deal of effort
 
by the USAID Health Projects Officer to ensure that the health activity was
 
properly launched, and he did not have sufficient time to devote to it.
 
Furthermore, some of the other project components have exceeded or will
 
exceed their budgets. It seemed prudent, therefore, to postpone funding the
 
health component until it could be assured that already initiated activities
 
would be adequately funded. Finally, it was suggested that the health
 
activity, even if quickly approved, would probably have little or no impact
 
during the project period because of the late start and the lead time for
 

obtaining commodities.
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3. 	Coments 

a. The USAID position is understandable and reasonable-,gIvenproJect imple­
mentation difficulties with its other projects: -and with the'various com­
ponents of this project. 

b. On the other hand, USAID is funding the rehabilitation of the Bancoumana
 
polder to permit proper irrigation of 100 hectares of rice, and it is
 

planned to expand the area eventually. It seems important, therefore,
 
that there be close monitoring of the health of the farmers that will 
start irrigating this season. Furthermore, there may be some concentra­
tion of OHV and USAID project resources in the Bancoumana area and a 
relatively small investment in health might well be justified as a part 
of 	that effort. The need for wells, for example, was stated in the Pro­
ject Paper, and the OHV Director mentioned the need in his letter to the 
Coordinator of the evaluation team. 

c. 	 One way of reducing the USAID administrat ,e workload would be to provide,". 
a grant to a private voluntary organizatioe (PVO) operating' in Mali to 
carry out the health component. USAID agreed to this possibility if the, 
program were scaled down somewhat, and it is checking with U.S. PVOs,. 

RECOMMENDATIONS
 

(12) That a decision on the modified Duffy Proposal be postponed pendinga-review 
of the interest of U.S. PVOs in implementing the activity. 

(13) That USAID explore means of gathering information about the health of irriga­
tion farmers at Bancoumana. 
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F. Functional Literacy
 

1. Project Paper/Project Grant Agreement
 

The description of the functional literacy (FL) component of thedprojec in
 

Annex 1 of the Project Grant Agreement follows:
 

The project will assist OHV to establish functional alphabetization cen­
ters (CAFs); the number of such centers is expected to reach 100 by the
 
end of the project. The program will be modeled largely on that now oper­
ated by the government's peanut operation in collaboration with the
 
National Center for Functional Literacy and Applied Linguistics (DNAFLA).
 
In addition, $20,000 of the project's credit fund will be earmarked for
 
the CAFs to serve as an incentive for these centers to start their own
 
group agricultural projects. All centers will have access to these funds 
and the technical assistance of OHV on the condition the OHV be repaid the 
full amount of the loan plus interest at the end of each project, so as 
to maintain the fund. These plots will also help defray the villagers' 
significant expenses in operating these centers. To ensure the participa­
tion of women, it is anticipated that at least 25 of these centers will 
offer classes for women only. Finally, materials used in the centers will 
be on agricultural and health themes suggested by OHV agents. This will
 
assure that the information imparted at these centers to the farmers will
 
be directly applicable to the project's purpose of increasing food crop 
productivity, production and marketing.
 

As pointed out in the Project Paper, the literacy rate in Mali is only about
 

ten percent, and less than that in rural areas such as the Haute Vallee.
 

Illiteracy was considered a constraint to achievement of the project's pur­

pose in two principal ways. First, illiteracy limits farmers' ability to 

communicate with OHV's extension agents and to utilize agricultural exten­

sion materials. Second, illiteracy restricts the farmers' participation in
 

non-village-centered activities; e.g., obtaining credit, marketing of the
 

farmer's production. The CAF, the basic unit of the FL program, is estab­

lished in a village upon the request of the villagers. The village is
 

responsible for providing the classrooms and desks. The village council or
 

specially appointed literacy committee chooses one or two literate volun­

teers (animateurs/animatrices) to conduct the classes. These animateurs are
 
trained at the regional level by DNAFLA and then return to their village
 

with the necessary instructional materials to begin actual classwork.
 

A controlled experiment was to be undertaken as the project was expanded.
 

Six elements were to be included in the expanded program:
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a. Training of teachers; 
b. Redesigned reading material dealing with agriculture, health, etcf.;l
 
c. Essential commodities -- lanterns, blackboards, pens- pncilsetc
d. Annual evaluations;
 
e.Materials in Bambara-Malinke; and 
f. Linking the program strongly with OHV.
 

2. Progress/Evolution
 

Interms of the projected number of centers and participants, general quan-,­
titative targets planned have been met..-/ That is,by the end of the
 
third project year, 136 functioning centers are in existence out of a tar­
geted 120 (60 supported by USAID) and include 3,762 participants of the
 
3,000 targeted (1,500 for USAID). The Project Paper called for an evalua­
tion after the creation of 100 USAID-financed centers to determine whether
 
the program should be continued. This planned evaluation has not been
 
undertaken; the present OHV evaluation can provide a partial assessment on
 
which to make decisions for the future of the program.
 

No information isavailable on the achievement levels of the participants
 

(animateurs/animatrices), the quality of training of animateurs, etc. ,
 

However, DNAFLA identified animateur weaknesses in subject matter during,
 
its 1980 evaluation of the OHV FL program.
 

The LBII technical assistance team has provided documents for translation
 
in Bambara on "Embouche Paysanne" (livestock activity) and on technical
 
details about some OHV crops (cotton, peanuts, cassava, millet, soybean)
 
and agricultural equipment. Final documents have not yet been prepared,
 
however, nor has there been a concentrated effort to initiate and coordinate
 
planning for project activities between the coordinator and other project
 
component chiefs.
 

In regard to the progess of linking the program to OHV, ZER chiefs are
 
requested to report on FL activities in their monthly reports to the Direc­
tion through sector chiefs. One sector chief has complained that ZAF chiefs
 

./Although targets for the creation of centers have been met, a number of centers
 
have closed. About 83 percent of created centers are still functioning. This
 
rate does not compare well with a similar FL program in Operation Mil-Mopti
 
where the continuation rate is 98 percent.
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do 	not keep him informed of their activities. FL training was provided 
initially for all OHV agents to provide them with basic language skills.
 
However, ZER chiefs indicate the need for further training or information
 
which would enable them to support and assess the progress of FL implemen­
tation in their areas. 

Although DNAFLA assigned a woman as assistant coordinator for OHV women's FL
 
activities, the project has not been able to establish the targeted number
 
of centers with programs for women (25% of the total indicated). The
 
assistant coordinator is well-trained and knowledgeable of the problems of
 
motivating women. Wi.th better coordination of vehicles and of the program
 
in general, she could very likely achieve better results.
 

In spite of the fact that the potential for using literacy skills has not
 
been fully realized inmany villages to date, requests for the opening of
 
new centers continue to be received. This suggests that some villagers are
 
realizing benefits and value the program.
 

Unfortunately, the program has not been realizing its potential. 
 DNAFLA
 
evaluated the program at the end of the 1979-80 campaign. The evaluation
 
identified many weaknesses. The USAID monitor of the program met with
 
DNAFLA personnel and the OHV coordinator in March 1981 to prepare a plan to
 
resolve the weaknesses. By August 1981, only three out of 14 remedial steps:.
 
had been taken by the OHV coordinator.
 

3. Comments
 

a.
Neither OHV nor USAID management have devoted sufficient attention to 
functional literacy to ensure that it'wasadequately administered or 
effectively integrated with other pr'oject,el ements. 

b. The OHV system of distribution of material shas not permitted adequate 
control of distribution. 

c. 	 Little has been done to increase the.participation ofwomen in the
 
program.
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d. Numerous trained instructors have become discouraged or left villages 
because of a lackof rewards for their efforts. This may in-turn reflect 
their ineffectiveness because of inadequate support. 

e. In sum, ONAFLA expressed dissatisfaction with the OHV, FL p-gram in its 
1980 evaluation, the OHV FL coordinator has done'little in the way of 
corrective action and the group evaluating the FL component heard numer­
ous complaints during its field visits about the functioning of the pro­
gram. 

RECOMMENDATIONS
 

(14) 	 That USAID'suspendits support tO the FL component at the end of the 1982 

campaign-unless action is: ,taken i n -the meantime to:, 

a. Improve the management of the OHV FL program;
 

b. 	Improve the OHV-DNAFLA coordination and cooperation in field activities; 

c. 	 Account for the FL commodities provided under the project and establish 
a reliable system for distribution of needed materials to the villages 
on a timely basis; and 

d. 	Provide a work plan and budget for translating into Bambara and distri­
buting to the villages in the FL program technical materials that sup­
port the extension service and the provision of credit to the villages. 

e. 	Provide a work plan and budget for intensifying FL activity in a design­
ated geographic area as part of an OHV area concentration effort.
 

(15) 	 That more linkage be established between USAID, DNAFLA and OHV; e.g., estab­
lish regular meetings for planning, monitoring and supporting the component. 
Particular emphasis should be placed on finding ways to make the program more 

responsive to villagers' needs and more easily supported by the villages. 
The 	group should elso focus on other recommendations in the FL working paper 
such as focusing on quality rather than quantity, insuring adequate vehicle 
support for the OHV coordinator and his assistant, instituting a data collec­
tion system for evaluating benefits of the program, improving the women's 
program, developing a system for establishing unit costs and other admini­
strati ve improvements. 
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There is a functional literacy issue that goes beyond the Haute Vallee.-prOject.
 

Some villagers are reported to have indicated a greater interest in having
 

a literacy program in French than in local languages, because the ability to
 

use French would help in dealing with government agencies. If the GRM
 

wishes for political and/or cultural reasons to continue the literacy program
 

in local languages, then it should find additional ways of making written
 

Bambara and other languages more useful to villagers. One possibility would
 

be to put widely used government forms in both French and Bambara, and
 

possibly other languages. Government decrees and regulations from the
 

Ministry of Agriculture and perhaps other mi'nistries or directorates could
 

be published in local languages as well as. French.
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G. Irrigation Improvement and Polder Rehabilitation at Bancoumana
 

1. Project Paper/Project Grant Agreement
 

The following is from the Project Paper:
 

"The Bancoumana polder irrigation system, located it the flood zone of the
 
Niger River about 60 km from Bamlako, was initially developed, along with
 
six other polders, in the .id-1960's. It is farmed by 160 Farm families 
and supports 2,000 people. The polder was poorly desigi:ad, and water
 
levels are unequal in its existing ,40 hectares. As a res.lt, good water 
management has been next to impossible and yields are poor (only 0.8 tons/ 
hectare). Average yields of 3 tons per hectare should be obtainable after 
land leveling, with complete water control, use of Asian irrigated rice 
varieties, and weed control. 

Plans call for extension 3f the system by an additionl 100 hectares, in­
creasing its full potential to 640 hectares. The activities necessary for 
rehabilitatio, and extension of the polder system are: 

- repair and reconstruction of the perimeter dike to the necessary
 
crest level of 20 cm. above the estimated 100 year flood level;
 

- repair and reconditioning of all control gates;
 

- cleaning and shaping of canals; and
 

- cleaning and extensicn of the drdinage system,
 

During the first project year, one hundreK'he-.tares will be leveled and
 
rehabilitated and will serve as a demonstration area on which-U.S. techni­
cal assistance, on-the-job technical training and farmer training will be
 
concentrated. Water-user organizations will be formed and farmer leaders 
trained in management and maintenance of the system. Expatriate technical
 
assistance will be provided to supply necessary expertise in civil
 
engineering, water management and improved rice cultivation. In addition
 
there will be other short-term consultants on call. 

The low water-use efficiency in the Bancoumana polder area, estimated at 
10 percent, points to the need for training programs for OHV technicians 
and intensive education and extension information for participating 
farmers. The project provides for third country training for OHV person­
nel and intensive on-polder training for them and the polder farmers. 

Use of the village structure is important to the long-term effectiveness 
of the irrigation system. Participating farmers must feel a certain vil­
lage pressure to cooperate in their use of their system. A "Cahier de
 
Charges" will be developed, similar to those in use elsewhere in Mali,
 
which will explicitly outline the duties of both the polder farmers and
 
OHV. 
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Effective management of the activity, special training of the extension 
agents, and an intensive farmer education program are critical to the suc­
cess of the project. All persons involved will be well acquainted with 
the recommended technology, timing, and importance of the program. The 
project area will be constantly monitored for rice pests and diseases.

Farmers will have very close supervision and technical assistance avail­
able at all times for initial land preparation through the harvest period.

Selected interval deep-plowing will be done to control or eliminate wild
 
rice before and after the cultivation period. All leveling work not done
 
by oxen-pulled scrapers will be done on a contractual basis with Genie
 
Rural, using its own equipment." 

The Project Grant Agreement, Annex 1 description of the activity is consis­
tent with the Project Paper. Conditions precedent to providing funds for 
the reconstruction of the polder require AID approval of the "Cahier de 
Charge" and the general arrangements to assure adequate maintenance and
 
proper management of the polder after rehabilitation.
 

It should be noted that the Project Paper proposal was based on a technical
 
assumption that is now agreed by the experts to have been invalid. Itwas
 
assumed that the leveling and rehabilitation of the individual farm plots
 
and the rehabilitation of secondary and tertiary canals could be carried 
out by the farmers themselves using animal traction. Thus, the project was 
to rehabilitate the main canal and to level and rehabilitate only 100 hec­
tares of farm area which could be used as a demonstration area. Funds from
 
the Credit Fund were to be used to help the farmers finance the purchase of
 
oxen and equipment needed to develop the other 540 hectares. (This also was
 
an incorrect assumption, since only 550 hectares can be reclaimed, not the
 
640 assumed in the Project Paper.) 

REDSO Engineer Glenn Anders has explained the circumstances which mitigate
 
against using animal traction (ANTRAC) earthmoving at Bancoumana: 

"(a) The small size, weight (approx. 760kg) and pulling force (approx.
250 kg max.) of N'Dama oxen: In general N'Dama have about two-thirds the 
strength of Asian breeds. In reality, their strength is further reduced
due to poor nutrition and bovine diseases prevalent in tropical West 
Africa. 

(b)The hydromorphic gleysoils in the folder: These heavy soils (20-50 
percent clay) are characteristically slick and soft when wet, yet hard 
and cemented when dried. Earthmoving operations in these soils require
large, well-adapted animals with wide hooves such as the Asian buffalo,
B. Bubalis. 
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(c)The relatively low cost of land levelling: Approximately one third 
(FM 850,000/HA) of total cost of bringing one additional hectare into 
irrigat' - 'ystem is due to binding and levelling operations. The major 
part o-, c-G is due to secondary and tertiary layout, gates, spillways

and canals which require skilled labor and machine excavation and
 
compaction.
 

In sum, farmers who do not as yet have animals and equipment, nor mastery
of ANTRAC cultivation techniques and animal care, will have the greatest
difficulty undertaking 80,000 cu mtrs of physically demanding, if not
 
impossible, earthmoving operations with their oxen teams. These farmers
 
will be well occupied with other agricultural work: Approximately 200
 
hours of labor will be necessary for the cultivation of each hectare of 
irrigated rice, even with animal traction, due in part to difficult soil
 
conditions. More critical to maximizing polder farmers' productivity
 
would be intensive ANTRAC training and agricultural extension, while leav­
ing construction to qualified and equipped contractor."
 

2. Progress/Evolution
 

There has been extensive delay in the planning of this activity. However,
 

as of August 1981, final engineering plans were almost completed. The OHV
 
contract with OTER, a GRM construction agency, had been drafted. A start of
 

construction was planned for January 1982 with 50-100 hectares to be ready
 
for farming by May 1982. The "Cahier de Charge" and a maintenance and man­
agement plan for the polder had been submitted to, and commented on, by
 

USAID.
 

The LBII agronom st specializi ng in rice production arrived over three 

months ago. He has been studying the activity at Farabana for possible
 

lessons to be incorporated in the Bancoumana planning. 

It has been determined that the supply of irrigation water will be about
 

one-half that estimated in the Project Paper. Nevertheless, the GRM Genie
 
Rurale (Rural Engineering) office has undertaken detailed studies of stream
 

flow data of two parallel streams, and these studies indicate that there
 

should be a sufficiency of irrigation water except in the most severe of
 
droughts. The adequacy of water in the stream was questioned very early in 
the project, but no action was taken to initiate stream measurements of the
 

river that will be the source of water for the Bancoumana project. Rather,
 

the USAID Project Manager commented that it was better "to let this sleeping 

dog lie" 
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3. 	 Coments 

a. The delays inthe design work appear to be largely a result of the pro-

Ject designers of the various donors all assuming that the government
 
design office could do their Job. No one ever looked to see how many
 
others were operating under the same assumption. Responsible and effec­
tive project management on the part of either SAID or OHV could have
 
realized this early on and made alternate arrangements; e.g., asked the
 
technical assistance contractor to bring inexperts.
 

b. The issue of whether animal traction was feasible for the leveling has
 
been around for some time, but without adequate focus and decision­
making. Now, when construction is about to begin, the USAID and OHV are 
faced with a large portion of the project's funds being required to 
rehabilitate the polder, but only 100 of the 550 hectares of farm land 
being put into cultivation. Apparently, no funding is in sight for the 
leveling and preparation of the other 450 hectares, because no one 
focussed until recently on the fact that the assumption of using animal 
traction was not valid. Thus, the demonstration effect of improved farm­
ing methods on the first 100 hectares will be minimal ifthe farmers on 
the remaining 450 hectares do not have leveled fields and the same access 
to irrigation water as the farmers on the first 100 hectares. 

c. Although the planning for the construction activity is complete, there 
is little evidence to date of planning for the agricultural side of the 
activity. Few of the farmers in the area have the necessary oxen and 
equipment to carry out the improved practices that will become feasible. 
Since they do not now have the equipment, they obviously need to be 
trained on the equipment. 

d. 	As the Project Paper indicates, effective management of the activity, 
special training of the extension agents and an intensive farmer educa­
tion program are critical to the success of the project. The Evaluation 
Team finds little evidence of any of the Foregoing or of even preparing 
a plan for training the extension agents and working with the farmers. 
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e. Although the "Cahier de Charge," which establishes the fees that the
 
farmers will pay, has been prepared, as well as the plan for management 
and maintenance of the polder, neither of these has been discussed with
 
the farmers at Bancoumana. This came out in a meeting between members
 

of the Evaluation Team and the village leaders at Bancoumana. They
 
realize that they must maintain their own fields and the ditches leading
 
to their fields, and they must help pay for the overall system, but they
 
could still have objections to the specific terms of the proposed OHV
 

contract.
 

RECOMMENDATIONS
 

(16) That the USAID Director not approve the contract for the construction work
 

at the Bancoumana polder until:
 

a. OHV has submitted a satisfactory plan for implementing the agricultural
 
activities at Bancoumana, covering the points raised below by Anders;
 
and
 

b. USAID has established that the farmers at Bancoumana understand fully,

and are in agreement with, the plans for the rehabilitation and subse­
quent management and maintenance of the polder, including their roles
 
and responsibilities. 

(17) That OHV request LBII to provide a work plan (including time table and
 
budget) by July 1982 for completing the rehabilitation of the Bancoumana
 

polder.
 

A more complete report on Bancoumana was prepared by Glenn Anders, REDSO 

engineer, and'is included in Volume II of this report. Excerpted below are 

his suggestions for a revised set of inputs:
 

1. Technical Assistance: The focused services of the rice production

specialist will be necessary until the end of project. He must have
 
increased responsibilities beyond his present duties: monitoring and
 
assisting initial construction, developing an appropriate agricultural
 
program, setting up intensive training and extension sessions, organiz­
ing a water management system, and facilitating the timely and adequate

delivery of credit equipment and agrochemicals. USAID/Mali must ensure
 
and support this mandate to make the Bancoumana polder productive as an
 
example to both farmers and OHV. The USAID regional engineer and agro­
nomist familiar with the project must provide technical support as
 
necessary.
 

DEVELOPMENT ASSOCIATES, INC. 



-66­

Short-term assistance will be necessary to conduct a survey of affected 
farmers irn order to pinpoint (and eventually overcome) their individual 
agricultural constraints. Short-term health assistance will also be 
required to set up a program to monitor the incidence of schistoso­
miasis. 

2. 	 Commodities: OHV does not have enough agricultural equipment in stock 
to assure the provision on credit of complete sets of animal traction 
equipment (tool bar, plow, cultivator, and seeder). The purchase of 25­
30 complete sets with oxen teams is necessary to insure maximum produc­
tivity in the rebuilt polder. All construction work and initial deep
plowing will be done under contract. Tools for maintenance can be 
purchased from irrigation fees. Additional farm tractors and pumps will 
not be necessary. 

3. 	Training: Intensive training is sorely needed. Three technicans are 
receiving a short three-month course at WARDA and the Genie Rural has 
chosen an engineer, Chief of Section, for a six-month work-study program 
in land reclamation in the USA. However, more technical training, as 
outlined in the PP, is needed. Specifically: at least two agricultural 
technicans should be sent to the annual, bilingual rice production 
course at IITA in Nigeria. IRRI in the Philippines offers short irriga­
tion engineering courses in English to which the project should send one 
or two engineer-technicans. Longer-term training is, at this point, 
counter-productive due to the GRM's limited pool of technical manpower. 
An intensive, on-site training program is imperative. Topics for the 
exteasion agents and the irrigation managers include system operation 
and maintenance, record and stock keeping, animal traction techniques, 
animal health and nutrition, and rice cultivation. Farmers need to 
learn the techniques of animal and equipment use and care, rice cultiva­
tion practices, and basic water management. The LBII rice production
specialist can develop this program. 
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H. Administrative Support to OHV 

1. Project Paper/Project Grant Agreement
 

The 	Project Paper states the following:
 

"The success of the project is dependent to a great extent on (a)the
 
effectiveness of OHV's technical staff and (b) its capacity to handle the
 
anticipated increase in its supply and marketing activities on which its
 
financial viability hinges. Accordingly, the project will assist OHV
 
through the following activities:
 

(a)Training and Technical Assistance;
 

(b) 	 Construction of additional field office space, a new headquarters 
building, and warehouses; 

(c)Additional trucks and staff vehicles;
 

(d)$15,000 in equipment for the OHV vehicle garage; and
 

(e)A socio-economic base line survey of the Haute Valle to provide a
 
solid foundation for project planning and evaluation."
 

In addition, a detailed training plan was given, and a listing of the tech­

nical assistance personnel that should be provided to ensure project suc­

cess.
 

The 	Project Grant Agreement provides the following:
 

"The project will assist OHV in a number of ways so 'that its effectiveness 
as a conduit of improved technology will be greatly enhanced. This 
assistance will be in s,.veral fors: (1) training abroad and in-country
for numerous OHV agents; (2) provision of long-term expatriate specialists
in credit, crops, animal traction, rice production, financial management 
and administration; (3) provision of five 10-ton trucks; (4) construction 
of a headquarters building; (5) a minimal expansion of six field offices; 
(6)construction of four small warehouses; (7)provision of equipment and
 
technical advisors to OHV to imprve the c-eration ,)f the vehicle garage;

(8)an increase in the number of OHV's vehicles; and (9)provision of
 
mobylettes for field agents, the cost of which will be repayable to OHV
 
so as to ensure the replacement of their mobylettes."
 

A financial plan has been attached to each amendment to the Project Grant
 
Agreement. That financial plan includes components for technical assist­

ance, training, equipment (includes vehicles), building construction,
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studies/evaluations and maintenance, salaries and "primes" (performance 
bonuses).
 

Because of the multiplicity of component sub-activities in this component,
 
the structure of this section will be modified from that of other project
 
component sections. For ease of presentation, the progress/evolution, com­
ments and recommendations subsections will be repeated with each sub­

activity where applicable. 

2. Building Constructinn 

a. Progress/Evolution 

i. Headquarters Building 

The original site proposed for the headquarters building was very 

small, so a two-story design was made. Subsequently, the site has 
been changed twice, the last time to a larger site on the outskirts 
of Bamako. However, because of the long delays in initiating the 
construction (itwas supposed to have begun in the first year of the
 
project), it was decided to go ahead with the original design. This
 
has meant a much more expensive building, and a substantial overrun 
on this component -- $600,000 vs. $19.3,000 budgeted in the Project
 
Paper for a simpler one-story building. The contract for the con­

struction of the building was signed inAugust 1981 and the contrac­
tor is in the process of mobilization and preparing working drawings.
 

ii; Garage
 

The first choice of site for the office building was the present site
 

of the OHV garage. Since the existing garage is totally inadequate
 
anyway, itwas decided to build a new garage at a site in Faladie,
 
Just outside of Bamako. Itwas considered a very high priority, even
 
after the decision was made not to use the site of the existing gar­

age for the office building. There was considerable delay in getting
 
the plans done, in part because of an overloaded Genie Rurale, in
 

part because of relooking at building priorities. Bids have been let
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for the construction of the garage, and a contract for construction 
should be let within the next month or two. 

iii. Field Warehouses and 	Field Offices 

The Project Grant Agreement called for minimal expansion of six 
field offices and construction of four small warehouses. However, 
in the August 1980 review of building priorities, the OHV director 
stated his requirements as: 

In Bancoumana Cercle: 	 I office 
2 expatriate houses 
1 generator house 
I hangar (covered area for rice storage)
2 vaccination parks in nearby villages 

'In .Kangaba: 	 1 renovation of guest house 
I warehouse 
1 office (ZER)
3 vaccination parks nearby 

In: Siby.'Cercle: 	 2 offices (ZER) 

In-Kati Cercie: 	 1 office/house (SDR) 
1 office (ZER)
3 vaccination parks 

:-In Ouelessebougou 1 office/house (SOR)

Cercle: 3 office/house (ZER)
 

'Various other construction in "Banco"for livestock sector chiefs 
at five OHV sectors. 

Plans have been prepared for two expatriate houses and a generator
 

house at Bancoumana, renovation of a guest house and construction 
of a warehouse in Kangaba, but approval of any building construc­
tion in the field was put in abeyance until after the project eval­

uation.
 

b. Comments
 

i. The changing of sites and changing of priorties does notreflect 
well on OHV or USAID management. 
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ii. 	There is a condition precedent in the Project Grant Agreement which
 

calls for USAID approval of plans, specifications, and bid documents
 

and contract for the office building construction. No project
 

implementation letter was found in the files indicating USAID appro­

val. Similarly, no PIL was found in the files covering the addition
 

of the OHV garage to the list of buildings aproved for construction.
 

iii. 	 The evaluation team did not have time to look at the relative prior­

ities of the proposed construction in the field. Team members did 

see the conditions in the field and can attest that the office space 

and warehouse space is badly needed. However, the proposed con­

struction of expatriate houses in Bancoumara should be dropped
 

because the road construction personnel for whom the houses were to
 

be built will have moved on to a different location by the time the
 

houses would be available. In the meantime, trailer houses have
 

been 	provided.
 

iv. 	The decisions that have been made with regard to the construction
 

seem to reflect a total disregard for the funding iiiplications of
 

the decisions. There appears not to have been any weighing of the
 

opportunity costs involved; e.g., if building costs go up dramatic­

ally, what is going to be cut back? It seems to have been assumed
 

that 	the funding in the project could always be increased.
 

RECOMMENDATIONS
 

(18) That no field construction be approved until there has been a complete review
 

of the project budget, and priorities have been established for the balance
 

of the project, taking into account commitments already made, likely expendi­

ture rates, the maximum pipeline level that will be acceptable to AID/W, etc.
 

(19) That any field construction be in improved "banco" so that whatever money is 

available can go as far as~possible. Further, that such construction be done 

with local contractors or chefs de chantier who are familiar with banco con­

struction. Further that LBII hire a local engineer with similar experience
 

to supervise the activity.
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3. Equipment
 

The evaluation team did not have time to review all of the equipment pur­
chases for OHV support, which is essentially complete. We are aware, how­
ever, of extreme delays in procurement, particularly of vehicles for the
 
contractor. Also, the AID/W insistence on buying the International Harves­
ter vehicles has been very costly -- in money terms and in terms of the 
efficiency and effectiveness of the project. Some suggestions for reducing 
the delays in procurement for projects in Mali was provided in the Roush 
report on USAID technical assistance in Mall.-

Mobylettes were purchased and provided credit to OHV buton field agents, 
repayments have not been deposited to a special account to fund replace­
ments. 

4. Technical Assistance 

a. Progress/Evolution 

The contract with LBII was not signed until approximately one year after 
the signature of the Project Grant Agreement. Most of the team who were 
to arrive early were on board before there was adequate housing, office 
arrangement or vehicles. The delays in the availability of adequate sup­
port contributed to 1ow morale and reduced performance for a number of 
months.
 

The first chief of party had his concepts of what the project should be 
and tried very hard to carry them out. In the process, he did not attend 
sufficiently to his duties as chief of his team. Neither was he able to 
establish good working relations with his counterpart, the Director of 
OHV. He was removed as chief of party in August 1980, approximately one 
year after the signature of the contract. The administrative officer was 

_/Roush, James L., Development is a Joint Effort: Discussion Paper on Improving
the Effectiveness of USAID-Funded Technical Assistance to Mali, USAID/Mali,
December 15, 1980. 
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made acting chief of party and has remained so -- although the Director 
of OHV requested that he be made permanent chief of party and that a 
senior agricultural officer be recruited to serve in a new technical 
coordinator position which would replace of the agronomist positions.one 

The Project Agreement called for long term experts in credit, crops 
(agronomist), animal traction, rice production, financial management and 
administration (chief of party). Although included in the Request for 
Proposal, the credit advisor was dropped by the Director of OHV in the 
contract negotiations. Included elsewhere in the agreement was the pro­
vision of an engineer and an equipment maintenance/spare parts expert for 
work on the road construction activity. There has been dissatisfaction 
expressed by the Director of OHV with various members of the LBII team, 
and an agronomist and an engineer have been replaced -- as well as the 
first chief of party. 

In April 1981, the Director of OHV advised LBII of his revised require­
ments for technical assistance personnel: 

Chief of Party (current Acting COP) -- to endof project 

Technical Coordinator (viould replace current agronomist (crops)'
,position) -- until end of the 1982 season (December 1982) 

Animal Traction Expert -- until December 1981 

Rice Agronomist'-- to December 1982 

Financial Expert --. end of project 

Road Engineer -- end of construction season 1"983, 

Road Mechanic -- same 

Mechanic (for OHV garage) -- endiofproject -(coming onutyin 
September 1981 f 

b. Comments
 

i. The utilization of the contract team by OHV has iot been optimal.
 
This appears to reflect a lack of experience by the Director in using 
technical assistance, the unfortunate situation revolving around the 
first chief of party, and inadequate support, guidance and monitoring
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by USAID. Since the departure of the first chief of party, relation­

ships have gradually improved, and there is greater use being made of
 

the team. However, the team needs to be more effectively integrated
 

into the OHV operation. This will be difficult until the team's
 

offices can be co-located with the rest of OHV.
 

ii. The contractor's performance has been disappointing in terms of the 

initial disregard for the approved project design, the capabilities
 

and attitudes of some of the personnel recruited for the project and
 

the paucity of assistance provided to OHV in general planning and
 

management improvements. The latter has been increasing in recent
 

months, particularly in the financial management of AID resources, 

but will continue to be limited until the Chief of Party position is
 

filled with a highly qualified, experienced executive and greater use
 

is made of short-term technical assistance. The effectiveness of the
 

contractor's team could have been enhanced by greater OHV
 

receptivity and greater USAID interest and support.
 

RECOMMENDATIONS
 

: r
(20) That the following changes be made in the composition of thetechnical
 

assistance team: 

a. The chief of party position should be filled by an experienced executive 
with successful experience in agribusiness or with an agricultural coop­
erative or in managing development activities in developing countries or 
areas, especially in agriculture or rural development.
 

b. The administrative officer position be retained and up-graded and the
 
incumbent (acting chief of party) be given responsibility for coordinat­
ing the planning and implementation of management improvements within
 
OHV.
 

c. The agricultural credit position be reinstated and filled as soon as
 
possible.
 

(21) That OHV make greater use of short-term technical experts; e.g., as discussed
 

in Section II, C. and Section IV.
 

(22) That OHV request the contractor's Chief of Party to report on the progress
 

and problems of all project components, not just the ones for which the
 

contractor has specific contractual responsibilities.
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NOTE: It is recognized that it may take some time to recruit a fully quali­
fied Chief of Party. This, however, is no excuse for not trying. Further­
more, the attempt to recruit a new Chief of Party should not be used as an 
excuse for not carrying out other recommendations in this report, particu­
larly with regard to developing a medium-term project strategy and implemen­
tation plan. Short-term experts can be used to strengthen the planning capa­
bility of the LBII team. In fact, LBII may be able to find potential Chiefs 
of Party to take on the short-term assignments in planning and management
 
improvements, thereby giving the OHV Director and the candidates an opportun­
ity to evaluate compatibility and suitability.
 

5. Soclo-Economic Base Line Survey 

a. Progress/Evolution
 

A Malian finn was contracted to undertake a socio-economic base line survey
 

in the OHV project area and this report was submitted in 1980: Etude Agro­
socio-economique, Statistique de Base; Operation Haute Vallee -- Rapport 
Sociologique and Rapport Agronomique plus an annex, Bureau Africain de 

Recherches Appliques (BARA). 

Dr. Frances Stier, REDSO anthropologist, reviewed the report and suggested 
in her report (reproducedinVolume 2 of this report) that the terms of refer­
ence for the study were somewhat inadequate for obtaining the base line in­
formation needed. For example, subsequent to the study, it was determined 
that a larger sample was needed to ensure the reliability of some of the 
data. 

Later in 1980, the USAID contracted with BARA's successor, Bureau d'Etudes, 
de Conseils, et d'Interventions au Sahel (BECIS), to undertake a study of 
the marketing of cereals inthe OHV area. In carrying out this study, BECIS 
has a number of field survey personnel gathering data on cereals marketing 
but also on other farm operations. Since the sample is larger, it is pos­
sible that the data collected will make up for some or all of the deficien­
cies of the first report. BECIS's final report on cereals marketing is due 
December 15, 1981. 
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b. Comment
 

It is not clear the extent to which which the base line data are adequate to 
measure the economic and social impact of the OHV project.
 

RECOMMENDATION
 

(23) 	 That USAID and OHV arrange for a review of the base line data available in 
relation to that needed and arrange for any additional studies that might be 
needed to fill the data base. 

6. Training of OHV Personnel
 

a. Progress/Evolution
 

There i s indicated bel ow the training proposed i n the Pro~ect' Paper, anno­
tated to show accomplishments to date. 

Training Proposed 	 Accompli slents 

Two-Year Master Level Training 

One inmanagement Two have gone for M.Sc. in Agro-

Two in agrunomy nomy, one in Ag. Extension and one
 
One in credit management in Ag. Economics. All departed in
 

One-Year Academic 

One inmanagement 

Two ag. extension 

One statistician 

Two in finance 


1980, at least one year behind 
schedule.
 

Training 

None 	have been sent although eight

personnel are in English language
 
training in-country. Some are being

proposed for four-year training for
 
Bachelor's degrees. Data on proposed
 
academic disciplines for these eight

eight are not available to the team. 
Inaddition, one trainee for ag. sta­
tistics and one for ag. engineering
 
are in English training. Neither
 
have 	degrees, and the latter is ex­
pected to go for two-three years to
 
obtain a Bachelor's degree. 
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Six-Month Training
 

Three mechanics 

Five credit specialists 

One water management engineer 

Three rice production 


Three-Month Training
 

Eight in crops/management 

One in marketing management

Three in animal traction 
One in functional literacy 

b. Co.mments
 

Three went to a rice production
 
course in Monrovia in April 1981,
 
three went for mechanics training in
 
Lome in October 1981, and one went
 
for an accounting course to Paris in

September 1981 (but for one year or
 
more).
 

None of these have gone, although
 
potential candidates have been named
 
for various short-term training, some 
of it for six months, some longer.
 

I. There have been serious delays in sending personnel for training, in part 
because of a-lack of English proficiency among potential candidates. 

2. It was not anticipated that personnel would be sent for undergraduate
 

degree training, and it does not appear appropriate for this project.
 

3. Itwas unrealistic to expect that the OHV would be able to provide a suf­
ficient number of qualified candidates for training and still have an
 
adequate pool of qualified personnel 
to carry out the project.
 

4. The limited amount of short-term training would appear to reflect.inade­

quate planning and insufficient attention being given to training by OHV
 
management, USAID and the technical 
assistance contractor.
 

RECOMMENDATIONS
 

(24) That a revised training plan be prepared for the project-taking i'nto account 
the recommendations in this report and themedium-terin project strategy and 
implementation plan to be developed. 

It is suggested that long-term training in the U.S- probably should not be a pri­
ority under this project, and the focus should ishft to short-term in-country and
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regional training -- in French to the maximum extent possible. It is also sug­
gested that USAID and LBII personnel participate with OHV management in the selec­
tion of participants. 

There is a large body of technical literature available in English, a good portion 
of which should be of value to OHV personnel. Training of selected personnel in 
English might be justified just to ensure that this literature can be culled and 
useful data introduced into OHV. For example, some publications might be trans­
lated into either French or Bambara for use of the extension service. This may be
 
an activity that USAID should consider as a general program consideration rather 
than as a specific project activity. 
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IV. PROJECT M.ANAGEMENT 

The previous section reviewed the results obtained in the various project 

components in comparison to the progress anticipated in the project planning 

This section willdocuments: the Project Paper and the Project Grant Agreement. 


look at the effectiveness of project management in general and in relation to the
 

progress achieved in meeting project objectives. Particular attention will be
 

given to project planning, to the management and monitoring of project
 

implementation and to the budgeting, controlling and accounting of project 

funds. Consideration will also be given to the collaboration arid co.munications 

between the principal participants in the project: OHV, USAID, LBII, GRM 

Ministry of Agriculture (formerly Rural Development) and the farmers. 

In USAID funded projects in Mali, the Project Director is the Malian who is in 

charge of the implementatiox of a designited project. The Project Manager is the
 

AID officer responsible for monitoring project implementation and arranging for 

needed USAID or AID/Washington support to the project.. This section of the 

projectEvaluation Report will review both OHV project direction and USAID 

management as used in the Malian context. 

A, Project Implementation 

As indicated in Section III above, each of the project components is behind 

schedule, some considerably 3o. The immediately obvious reasons for the 

delays were given in the Section III presentations. This section will analyze 

the more fundamental problems or issues underlying those reasons and ma':e 

suggestions and recommendations for improving project implementation in the 

future. 

Some of the basic problems contributing to poor project implementationmore 


performance include the following:
 

I) Frequent deviations from original plans; 

2) Inadequate and ineffective planning; 
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3) Insufficient use of technical assistance; 

4) Inadequate and ineffective systems for monitoring project performance; 

5) Poor collaboration and communication; and
 

6) Lack of training and orientation in effective management techniques.
 

1. Deviations from Project Plans 

When decisions are made to deviate from original project plans, project
 

implementation delays usually result. Deviations from plans usually
 

require some additional planning, frequently re-programming of funds and
 

sometimes re-orientation and possibly training of project personnel. In
 

spite of the inherent delays in project implementation from deviations from
 

plans, such deviations may be necessary. This is partl,.ularly likely when
 

the project design was based on invalid assumptions.
 

Even if it appears that it is necessary to modify project plans, there are 

certain actions that can be taken to minimize implementation delays. The 

most important step is to analyze why the project plan seems faulty, 

explore alternatives and do a careful analysis of the implications of the 

most promising alternatives in terms of their impact on the total life c, 

the project and on the project budget. A significant extension of the 

period of implementation of the project can have a very serious impact on 

the project budget. This in turn can have a seriously adverse effect on 

the effectiveness of other project components. 

There have been a number of deviations in project plans, e.g., animal
 

traction, roads, building construction, credit. Inaddition, there has
 

been delayed action or inaction in disease control, functional literacy and
 

Bancoumana rehabilitation. Innone of these cases does it appear that the
 

kind of analysis discussed in the previous paragraph preceded the decision
 

to modify original project plans. Insome cases, it appears that decisions
 

were unilateral. Inany case, they were not properly documented.
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Proper documentation would explain the necessity for deviating from project
 

plans and provide a summary analysis of the impact on the project of the
 

changes in project plans. Documentation would provide a record of
 

agreement to the changes by the appropriate GRM and USAID officials. This
 

record is important to ensure that subsequent project directors or project
 

managers do not re-open already settled issues. Inaddition, a written
 

record ensures that project evaluators do not misinterpret motives for
 

changing project plans or Judge decisions without adequate background
 

i nformati on. 

Proper documentation for modification of the project description and
 

implementation plan set forth in the Project Grant Agreement is the Project
 

Implementation Letter (PIL). The appropriate GRM and USAID officials to 

sign such PILs are the Minister of Rural Development (now Minister of 

Agriculture, although not formalized in a PIL), and the Director, USAID/ 

Mali (Sections 2.1(b) and 7.2 of the Project Grant Agreement). Only six 

PILs have been issued. However, a number of changes have been made by the 

OHV Director, either unilaterally or with the concurrence or acquiescence 

of the USAID Project Manager, and some changes have been made by USAID, 

possibly with the concurrence of the OHV'Direictor. 

As a result, there has been considerable modification of the original
 
'
project, apparently without the concurrence of the responsible parties, the.
 

GRM Minister and the USAID Director. At best, this reflects sloppy
 

management practices; at worst, it has caused delays in project
 

implementation and risked the achievement of project objectives. Possibly
 

it would have been avoided with proper management supervision, particularly
 

on the part of the USAID.
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RECOMMENDATIONS
 

(25) 	 That PILs be prepared to document significant changes that have taken place 

in the project strategy and in the project implementation plan, e.g., the 

road construction program (road standards and specific roads), building
 

construction, animal traction, Bancoumana, credit.
 

(26) 	 That any future changes in the project strategy or the project 

implementation plan be made only after thorough analysis of the consequences
 

of the changes, and after both parties have concurred in the changes and set
 

forth their concurrence in an appropriate document.
 

2. Inadequate and Ineffective Planning
 

In his report on the USAID technical assistance program in Mali I, Roush 

suggested the need for three types of project planning: pre-project 

planning, review of the project plan at project initiation and in-progress 

planning. The review of this project verifies the need for such planning. 

a. Pre-Project Planning 

There appears to have been little, if any, real collaboration in the 

design of the project. The design team did have the benefit of the 

advice of expatriates who were resident in Mali and who were conversant 

with Malian conditions. This is no substitute, however, for 

collaboration in project design with the senior personnel of the 

organization who will have responsibility for implementating the 

project. Furthermore, the project as designed was modified in 

negotiations with AID/Washington, negotiations in which only USAID 

personnel took part. 

1Ibid. 
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Specific issues that appear not to have been jointly addressed, or at 
least about which there was no meeting of the minds, include the
 

following: 

1) The role and importance of the animal traction centers;
 

2)	The need by OHV for technical assistance in the general area of ! 
management and specifically in the administration of credit; and 

3) 	A general project strategy. 

Certain administrative arrangements also should have been cl arifted 
before the Project Grant Agreement was signed:
 

a 	The types of AID regulations with which OHV would need to cOmply -­
contracting, procurement, control and accounting for funds, etc.; 

* 	The role of the Project Paper, particularly inproject evaluation by 
AID; and 

# 	The importance of the provisions of the Project Grant Agree"3nt,
 
especially the conditions precedent and the covenants, and the
 
procedure for modifying the provisions of the Project Grant
 
Agreement.
 

The number of assumptions in the Project Paper that have turned out.to 
be invalid also suggest inadequate pre-project planning. Examples of 

invalid assumptions include: 1) the nature and the adequacy of the OHV 
credit system; 2)water and land availability and ability to use animal 
traction for leveling at Bancoumana; and 3) the amount of time required 

to 	procure equipment and vehicles.
 

b. Review of Project Plan at Project Initiation
 

There was appended to the Project Grant Agreement an implementation plan
 

for the first year. This became out of date very quickly, and 
apparently was never up-dated. Itwould have been particularly
 
appropriate to have had sessions to review the project strategy and
 
implementation plan, as discussed in the Roush report,1 at the time
 
the first members of the LBII technical assistance team arrived. It
 

lbid, p. 21-2.
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would also have been useful to have had OHV-USAID-LBII sessions at
 

selected field sites to discuss project components designed to help
 
members of the local community. No information was found indicating that
 

either of these types of sessions was ever held. 

The chief-of-party of the LBII technical assistance team, in his first
 

monthly report, laid out his ideas on project strategy and presented a
 

short run implementation plan. This appears, however, to have been
 

unilaterally prepared. Certainly, there is no indication that it was a
 

result of OHV-USAID-LBII discussions nor reflected a consensus of the
 

three parties. Furthermore, not all project activities were covered. 

c. In-Progress Planning 

An effective project implementation system would involve the preparation
 

of annual implementation plans and budgets, frequently supported by 
quarterly plans and budgets. The only joint annual implementation plan
 

appears to have been that attached to the original Project Grant
 

Agreement, which was drawn from the Project Paper. Semi-,annual work
 

plans were prepared by LBII and discussed by OHV and USAID. However, in
 

one case the plan was not approved by USAID and the OHV Director
 
disassociated himself from the work plan. Ineffect, the LBII reports
 

reflected more the chief-of-party's planning than joint project 
planning. There have been attempts by the contractor within the last
 

year to introduce within OHV quarterly plans and budgets for AID-funded
 

activities, but the effort has met with limited success.
 

A regular planning activity of the OHV is the preparation of an annual
 

campaign plan setting forth acreage, production ind commercialization
 

targets by sector. The sectors allocate the targets by ZER, the ZERs
 

allocate by Secteurs de Base, and the Chef, Secteur de Base allocates
 

the targets by village. Most of the end of campaign reports show a wide 
divergence between the targets and the end results. Inpart, this
 

reflects unpredictable weather. However, it also appears desirable to
 

review and revise the planning methodology.
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For the annual campaign plan to be a more realistic and adequate 
planning document, there should be a presentation of previous years' 

results with an analysis of the conditions that led to the results. In 
addition, the estimates of potential production by Secteur, ZER, and SB 
should be accompanied by an analysis of the needs (input and output 

prices, production inputs, oxen, equipment) to achieve the potential. 
In short, there appears to be insufficient planning and analysis. Itis, 

largely a top-down allocation exercise with little resemblance to 
reality because there is virtually no input from or communication with 
those ultimately responsible for the production results: the farmers. 

RECOMMENDATIONS
 

(27) That the preparation of annual and quarterly work plans be instituted
 

immediately for all of the project components and that the quarterly work
 

plans be the basis for, and prerequisite to, the approval of quarterly
 

budgets.
 

(28) That OHV management request short term assistance under the LBII contract to
 

assist OHV in improving its planning capabilities in AID funded activities, 
in OHV's annual campaign planning and in other areas where planning is 
needed but not taking place. 

3. Insufficient Use of Technical Assistance
 

Frequently the donor and the recipient of assistance have entirely
 

different perceptions of the role of, or need for, technical assistance.
 
AID, ilke a number of other donors, strives to ensure that its assistance
 

is used effectively and that verifiable progress for the intended
 

recipients has resulted from the aid provided. Ithas learned from
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experience that this is more likely to occur if technical assistance 
personnel are assigned to the project. These personnel are expected to be 
familiar with U.S. technological and/or management concepts and should be 
able, therefore, to understand better the logic of the project design. In 
addition, the sole responsibility of the technical assistance personnel is 
to ensure a successful outcome of the project. USAID also usually relies,
 

to a considerable extent, on the chief of the technical assistance team to
 

keep it informed of the project's progress and any problems that arise. 
AID generally prefers to have a long term technical assistance expert 

assigned for each major project activity or technical discipline. 

A Malian project director, on the other hand, sees the high cost of U.S. 
technical assistance. The educational level of the technical assistance 
experts proposed for assignment frequently is no higher than that of the
 
Malian organization's own senior personnel. Thus, it is easy to conclude 
that the technical assistance will provide little benefit to the organ­
ization, particularly if the director has not had a positive experience 
with a technical assistance-supported activity. The goal of the project 
director, therefore, becomes one of reducing the amount of funds devoted to 
technical assistance in the hopes of shifting funds to activities or 
expenditures considered of higher priority by the director. 

Generally, AID will insist on maintaining the level of technical assistance 
as provided in the project design. This is facilitated when AID does the 
contracting for the technical assistance. In the case of the Operation 
Haute Vallee project, however, the USAID director continued a policy of 

letting the host country do the contracting. Even with a host country 
contract, AID reserves the right to approve the request for the proposal 
(RFP), contract, and the contractor. USAID was in a position, therefore,
 

to insist that the GRM contract for the technical assistance component as
 

planned.
 

An RFP was issued for the full technical assistance component, but in the
 

contract negotiations, the number of technical assistance personnel was
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reduced. In addition, the proposal chosen took issue with the Project 
Paper and in effect presented the contractor's own ideas for a project.
 
Little provision was made in the contract for short term technical 
assistance, even though such use had been foreseen in the Project Paper. 

The USAID did not analyze OHV's capability to select and supervise the 
contractor, which it should have done before opting for host country 
contracting. It said nothing when the proposal selected was inconsistent 
with the Project Paper, nor when the amount of technical assistance was 
reduced. It made minimal effort to ensure that the contract team could be 
effective in carrying out the project. The USAID made littTe effort to 
convince the OHV Director of the importance of having a fully qualified
 
chief-of-party. 

Elsewhere in this report it has been recommended that OHV and USAID jointly. 
develop a project strategy and implementation plan. It has also been 
recommended that a highly qualified executive be recruited as chief-of­
party of the contractor's technical assistance team. The contract team, 
preferably including the new chief-of-party, should participate in the 
proposed planning activities. As a part of the proposed planning 
activities, a revised scope of work should be developed for the 
contractor. Since the effectiveness of much of the AID-funded activities 
depend upon the effectiveness of OHV, the contractor's team and scope of 
work should be modified as necessary to support 3eneral OHV operations. 
Particular exphasis should be placed on planning, monitoring of project 
perfomance, improved financial management and other modern management 
techniques. 

Rf'COVMENDATIONS 

(29) That the contractor's scope of work and team composition be reviewed and
 
revised as part of a general review of project strategy and the preparation
 
of an implementation plan for the duration of the project. 
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(30) 	 That OHV and USAID agree on some principles governing the supervision of the 
contractor along the lines set forth in the previously cited Roush report, 
pp. 43-4. This would include a procedure for joint evaluation of the 
contractor's performance (Roush report pp. 47-8). 

4. Inadequate and Ineffective Project Monitoring 

Effective project monitoring involves the preparation of implementation 

plans with time-phased performance targets, the establishment of 
information systems based on the implementation plans and the periodic 
systematic review of progress against targets. The primary responsibility 

for project implementation and monitoring lies with OHV, with strong 
support from the contractor. USAID, however, should also have a monitoring 

system, preferably based on the OHV system. USAID should review and
 

approve implementation plans, ensure the adequacy of information systems 
and participate in the periodic reviews of project progress.
 

The inadequacy of project planning has been discussed above. Without good
 

plans, it is difficult to devise a useful information system. Thus, it is 

not surprising that the Information system Is inadequate, hardly worthy of 
being labeled a system. The primary reporting on AID-funded activities has 

been 	the contractor's monthly, more recently quarterly, reports. These did 
provide some reporting of progress Incomparison to targets. However, some
 

of these reports appear to have been overly optimistic and self-serving. 
Inany case, they appear not to have been used by OHV or USAID to improve
 

project operations or the contractor's performance. Moreover, the
 

contractor's reports did not cover all project activities, only those of
 

interest to the contractor's chief-of-party or those for which the
 

contractor had contractual responsibility.
 

OHV requires a monthly report from its sector chiefs and heads of offices 
in Bamako. However, these do not report performance against previously 

established targets, except for crop production targets which have been
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affected only marginally by OHV action. These reports cover some 
AID-funded activities, e.g., functional literacy, pilot farm activities, 
animal traction, pilot farm activities, animal traction demonstrations. 
Again, there is usually no comparison with previously established targets. 
OHV also prepares an annual report on the USAID - funded activities, as 
well as an annual campaign report giving production data for the region and 
summarizing OHV's activities. The separate report for USAID-funded
 
activities is largely descriptive, with little analysis or comparison of,
 
actual performance with targets. 

There do not appear to have been any systematic reviews, joint or 
unilateral, of project performance in relation to targets. There have been 
periodic, at times regular, OHV-USAID meetings. However, these usually 
involved current operational problems or requests for AID support of new 
activities or other changes in the project. 
They have not dealt with,
 
general OHV operations.
 

The officials ultimately responsible for the success of the Operation Haute 
Vallee project are the Minister of Agriculture (replacing the Minister of 
Rural Development cited in the Project Grant Agreement) and the Director of 
the USAID Mission. Itwould seem appropriate, therefore, that they should 
review periodically the progress of the project. Not only should they be
 
concerned about progress, they are in a better position to resolve problems 
whose solution is not within the power of the OHV Director or the USAID 
Project Officer. It is important, therefore, that the project's management 
information system provide for the Minister and USAID Director to be 
alerted when it appears likely that critical performance targets will not 
be achieved on time. In addition, a periodic review of project progress 
and plans should be held at least annually, preferably semi-annually given 
the delays already encountered. This would provide an opportunity to 
invite the participation and promote the support of other agencies
 
contributing to the project, e.g., Travaux Publics, ONAFLA of the Ministry
 
of Education, Elevage, etc. 
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RECOMMENDATIONS
 

(31) 	 That the OHV Director request the contractor to develop a project monitoring 

system for the Director, based on a revised implementation plan for the 

duration of the project, and assist subordinate OHV officials in preparing 

more detailed activity work plans. 1 

(32) 	 That USAID establish a project monitoring system. 

(33) 	 That OHV, USAID and LBII hold regular meetings, at least quarterly, to 

review: 

a. 	 Implementation progress against previously established targets; 

b. 	The implementation management system employed by activity managers; and 

c. 	 The information system supporting activity managers and the Project 

Di rector. 

(34) 	 That the Minister of Agriculture and the USAID Director periodically hold 

joint reviews of project progress and project impact. 

5. 	 Poor Collaboration and Communication 

Previous sections have given illustrations of a lack of collaboration 

between OHV and USAID and between OHV and the contractor. This section 

will discuss briefly some of the apparent causes of poor collaboration and 

communication and suggest some remedial action. A separate section is 

devoted to this topic because positive collaboration and good communication 

are essential to the success of any joint project involving the 

participation of two or more organizations, especially when the 

organizations are composed of people from different nationalities and
 

cultural backgrounds. 

1 The Evaluation Team Coordinator has provided the contractor's acting chief-of­

party with documentation on the Project Performance Tracking system developed 
i n AID to serve program managers. DEVELOPMENT ASSOCIATES, INC. 



-90-


One of the principal obstacles on the USAID side to collaboration has been 
the practice of almost unilaterally designing AID-assisted projects. Then, 
illogically, USAID/Mali under its concept of host country contracting has 
turned the project almost totally over to Malian officials to run, even 
permitting them to ignore the basic project design if they wish. On the 
Malian side, there has been a reluctance to accept technical assistance and 
to demonstrate personal and national independence. This has been reflected 
particularly by treating the technical assistance personnel as employees of 
the Malian organization and subject to the desires of the Project Director 
rather than as co-partners in a joint development effort. For an 
elaboration of some of the USAID and Malian attitudes, and a response 
thereto, see the previously cited Roush report on technical assistance in 
Mali, pages 10-14.
 

This rather unfavorable environment for collaboration is complicated
 

further by the lack of understanding by both Americans and Malians of each
 
other's cultural patterns, work habits, values and life styles.
 
Recruitment of USAID and contractor personnel without proficiency in French 
and/or not providing them with project or country orientation further 
exacerbates the problem. 

The chances of project success would have been enhanced if the Project 
Director, had had the opportunity to visit (a) some successful cooperatives 
or private agricultural marketing firms in the U.S. using good management 
techniques and (b) a reasonably successful technical assistance project 
elsewhere in West Africa or other French-speaking country (e.g., North 
Africa, Haiti). In addition, the project design should have provided for 
in-country management training. The foregoing actions are still possible. 
In addition, there are a number of activities which USAID, OHV and the 
contractor could sponsor either individually or collectively which could 
foster improved understanding and a spirit of cooperation and 
collaboration. An illustrative list of such activities is provided on 
pages 15-17 of the Roush report. 
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The ultimate success of this project depends upon the response of the 
farmers of the Haute Vallee region to the various project activities, as
 
well as other non-project stimuli and deterrents to increased productivity
 
and production. The farners' response to project activities will depend
 
heavily on the extent to which those activities are structured and
 

administered to meet the farmers' needs and problems. The activities will 
be appropriately structured and administered only ifthere is good
 
communication with the farmers and a concentrated effort made to involve
 
them in the on-going planning, implementation and evaluation of project
 

activities.
 

RECOMMENDATION
 

(35) That OHV and USAID make a greater effort to foster a spirit of cooperation
 

and collaboration and to improve communications among the participants in
 
the Operation Haute Vallee project, including the farmers of the area who
 
should be involved to a greater degree in the planning, implementation and
 

evaluation of project activities.
 

6. Lack of Management Training/Orientation
 

The Project Paper stated that implementation of the various activities
 

proposed in the project would strain the already limited management
 
resources of OHV. Two remedial actions were proposed: management and
 
related training in the U.S. for senior OHV personnel and the recruitment
 
of a chief-of-party of the technical assistance team with strong management
 
experience. Unfortunately, the latter did not take place. Furthermore, 
the training was delayed and only one participant has gone for management
 
training. Given the paucity of qualified managers in OHV, itwould have
 
been better to have arranged for short term management orientation abroad
 
for the Project Director, as discussed in the previous section, and
 
provided for in-country management orientation and training for senior and
 

middle-level OHV personnel. 
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In the previously cited report on USAID/Mali's technical assistance
 

activities, reference was made to a draft proposal of the Denver Research
 
Institute for Management Training program in Mali. The report supported 
the proposal and urged USAID to finance a management training program in
 
Mali to support all USAID funded projects (see Roush, pp. 24-29). The
 
Evaluation Team's findings validate the need for such training to support 
the Operation Haute Vallee project. 

RECOMMENDATION 

(36) 	 That USAID support the establishment of an in-country management training 
program along the lines of the Denver Research Institute proposal and 
authorize project funds to finance the participation of OHV personnel in 
such a program. 
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B. Financial Management 

This section will deal with the management of both AID and non-AID financial 

resources available to the project. The financial viability of OHV is 

essential to the success of the project as it has been designed. Furthermore, 

there are indications that OHV has used AID resources to cover periodic 

shortfalls in its current operating funds. It is appropriate, therefore, to 

comment oi and make recummendations about the management of non-AID financial 

resources as -ell as AID funds. 

Members of the Evluation Team were able to assess the management of the 

credit program and to review financial procedures generally in use in OHV. A 

separate more detailed report on the credit program is included in Volume 2. 

A 	summary of the findings and reecommendations on the credit program are found 

in Section III. C. above. References to the credit program are made herein 

only to the extent that they relate to or are illustrative of general 

financial management procedures.
 

A 	good financial management system will include the fol 1owi ng: 

* Procedures for establishing annual and quarterly budgets and monitoring 

adherence to the budgets; 

* Procedures for controlling the flow of funds (receipts and disbursements)
 

and the control of commodities purchased by or donated to the organization;
 

e 	 An accounting system for the receipts and disbursements of funds which 

supports the budgeting and funds control sub-systems; and 

* A financial management information system based on the foregoing
 

sub-systems which provides management.with periodic reports to guide its 

financial decisions. 
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I. Budgeting
 

Quarterly budgets are prepared for the use of AID funds. However, there 
frequently has been a considerable divergence between the amounts budgeted 

and actual expenditures. Effective October 1980, the OHV Director 
delegated to the LBII financial advisor the authority to disburse AID funds 

provided to OHV. With this authority, the financial advisor has improved 
the funds control system, thereby forcing greater discipline in following 
the quarterly budgets. The improved accounting procedures which have been
 
instituted should facilitate the preparation of improved budgets. However,
 
the quality of budgets in the final analysis is a function of the quality
 
of planning of physical progress. As indicated in A.2. above, planning
 

needs to be improved substantially.
 

There appears to be minimal budgeting, if any, of non-AID funds at OHV's
 
disposal. The accounting procedures, funds control system and information
 

system are all inadequate for even the most elemental financial
 
management. They cannot provide the data needed for reliable budget
 

estimates or for monitoring adherence to budgets.
 

2. Control of Funds and Commodities
 

As indicated above, a reasonably effective funds control system has been 

functioning since October 1980 for the receipt and disbursement of AID 
funds. However, the Financial Management member of the Evaluation team in 
his report has suggested some improvements. A particular concern is the 
current procedure for receipt of commodities which can result in the
 

accounting office paying invoices even though not all of the commodities
 

invoiced were received.
 

The system of inventory control is unsatisfactory for both AID and non-AID
 
funded commodities. A driver may pick up commodities and deliver them to
 

the central warehouse, but neither the driver nor the warehouseman knows
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what is supposed to be received. Until early September 1981 there were no
 
inventory cards available to the warehouse. When the cards were delivered,
 
no instructions were provided on how to prepare or maintain them.
 

As indicated in the credit report, the situation is not much better in the
 
field warehouses. There are generally documents accompanying commodities,
 
but only part of them have control numbers. There is no current inventory
 
card system. The warehouseman at the ZER visited by Evaluation Team
 
members had had no instruction in warehouse operations and inventory 
control procedures.
 

Non-AID receipts of OHV include commissions on commercialization purchases
 
of cotton and other commodities for other GRM enterprises, cash sales of
 
production inputs and farm equipment, down payments on farm equipment sold
 
on credit, and repayments of loans. At least the last three of these items
 
will usually be received in Bamako as cash transmittals from the Chefs de
 
Secteur. These funds are put in a petty cash account instead of being
 
deposited immediately to the OHV bank account. Disbursements from the
 
funds are recorded in a cash book without any reference to source
 

documentation.
 

The receipts from the field are not always accompanied by documentation
 
that permits proper accounting. Furthermore, there is no way to verify
 
that the amount transmitted is the amount that should be sent without going
 
to the field --and even then it may not be possible. The Chef de Secteur
 
cannot verify the validity of receipts from the ZER without visiting the
 
ZER and the ZER chief cannot verify receipts from the Chef Secteur de Base
 

without having the detailed records of the Chef SB.
 

A normal financial control system would require at least a monthly
 

reconciliation of all bank accounts. The OHV procedure, however, only
 
calls for a reconciliation at the end of each campaign. However, the last
 
reconciliation of the regular OHV bank account was March 1980. That is,
 
the 1981 reconciliation was not yet accomplished six months after the end
 
of the campaign. 
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The system for the control of receipts and disbursements of non-AID OHV 
funds and for controlling commodity inventories is at the same time 
burdensome and ineffective. There are all kinds of time-consuming
 

verifications required, but they are really meaningless as adequate 
controls.
 

In short, an efficient meaningful system of funds and inventory control 'is
 

badly needed.
 

3. Accounting System 

The LBII financial advisor has established an accounting system for the AID 

funds made available to OHV that generally meets USAID's and the Project 
Director's needs. The accounting for other OHV funds is not timely and is 

not prepared in sufficient detail to provide the information needed for 
efficient and effective management of OHV's resources. This appears to 
reflect a lack of awareness on the part of the Project Director of the type 
of information needed for effective management. In addition, the chief 
accountant has insufficient education and experience to advise the Director 
about the needs for adequate data. Some indications of informational needs 
are presented in the next section. 

4. Information System 

The first step in establishing a good financial management information
 

system is to determine the kind of reports that management needs t"of (a) do 
effective planning; (b) control the utilization of the organization's 

resources; (c)maintain a good liquidity position; (d)determine the 
profitability (or lack thereof) of the different activities of the 
organization; and (e) prepare meaningful financial reports for the OHV 
Board of Directors. 

Illustrative of the type of report or information which is needed and which 
generally is not available or is inadequate include the following: 
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* Projections of quarterly and annual non-AID income by source, e.g., 
commercialization receipts, cash sales, loan repayments (including

interest estimates) by source of funds (SCAER and AID) and by sector;
 

a Annual and quarterly projections of expenditures by principal

expenditure category and by sector; 

* Consolidated inventory reports that can provide a more rational basis 
for the planning of the purchase and distribution of production inputs
and agricultural equipment as well as an analysis of commodity losses 
by ZER;
 

9 	Monthly cash flow reports; 

e 	Quarterly reports of actual vs. projected income and expenditures by
sector with explanations of major deviations; 

* Annual reports (end of campaign) on the profitability of various OHV 
potentially income-earning activities, e.g., distribution of oxen,
distribution of production inputs, distribution of agricultural
equipment, credit program, commercialization (by commodity); and 

* Annual consolidated profit and loss statements and balance sheets.
 

The foregoing will requilre a substantial improvement in OHV accounting, 
including the introduction of some cost accounting. It also requires a 
major overhaul of funds and inventory control procedures and reporting end 
a major modification of the administration of the credit program. The 
foregoing changes will require additional technical assistance, hiring of 
one or two more qualified and/or more dedicated senior personnel,
 

substantial orientation of senior management personnel and a fairly 
extensive training program in Bamako and in the field at sector and ZER 
level -- some at Secteur de Base, However, the benefits from improved 
financial management should be substantial - certainly more than the 
incremental costs. Furthermore, if there is not a substantial improvement 
in financial managpment, there would seem to be no justification for AID 
assistance to projecL activities which rely on or support OHV, i.e., most 

project activities. 

RECOMMENDATIONS
 

(37.) That OHV request, with USAID',concurrence,, that ,the technical assistance 

contractor provide the follbwing short and long-termassistance: 
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a. A short-term financial management expert (probably 30-60 days)9 to be 
supported by the LBII long-term financial expert, to develop for OHV an 
accounting system and a financial information system, setting forth the 
personnel, training, equipment, and current operating cost implications 
of 	adopting the proposed system. Potential benefits would also be 
enumerated and quantified to the extent feasible. After the proposed 
system had been reviewed and adopted, the expert would return for another 
extended visit to help install the revised system and train personnel in 
its use. The current system for managing AID funds should be integrated 
into the overall OHV system as soon as practical, permitting the 
long-term financial expert to monitor and advise on the performance of 
the overall system. 

b. 	A long-tein (at least a year) credit expert to help develop and supervise 
the initial implementation of a new credit system, including training 
personnel in its use. 

c. A short-trm logistics planning expert to develop improved procedures for 
procurement planning and to assist in installing an improved system for 
purchasing, distribution and inventory control of commodities, especially 

1
production inputs and agricultural equipment.


d. A short-term expert or team to study ways of increasing OHV revenues.'
 

(38) That OHV assign to work with the technical assistance team on a full time
 
basis a well qualified finance officer with a strong accounting background
 
who would become the chief financial officer of OHV when the revised
 
financial management system is adopted and would have primary responsibility
 
for supervising the installation of the new system.
 

lEvery effort should be made to ensure that all three short-term experts are
in-country concurrently (preferably the short-term planner too -- Recommen­
dation 28) 
so they can work as a team. All three of the activities are
 
inter-related, and a fully integrated financial management system should be the
 
result of their work. 
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USAID should assist in the financing during,1982 of: any.additional -operating costs 

that the installation of the new-system Will entail, provided that USAID concurs. 

in the adequacy of the proposed.system and:finds the proposed new financial man­

ager qualified for the position. 
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V. VALIDITY OF PROJECT DESIGN
 

A. Overview 

This section will provide some observations regarding the likelihood that pro­
ject outputs will be obtained and that the project purpose will be achieved. 
An opinion will be offered on whether shortfalls are because of faulty design, 
not following design or poor implementation performance. The internal logic 
of the design (inputs to outputs to purpose) and the validity of assumptions 
will also be reviewed. The other sections of this chapter will critique the 
economic, technical, social, administrative and financial feasibility analyses 
of the Project Paper. 

1. Project Outputs
 

On the following page is a tabular listing of the projected outputs listed 
in the Logical FrameWork of the Project Paper. Entries are annotated, where 
applicable, to indicate any omissions or modifications of the outputs made 
in the Project Grant Agreement (PGA).
 

Probable shortfalls in the achievement of outputs which stem from faulty 

technical assumptions or inadequate attention to dcsign include Bancoumana 

polder rehabilitation, training to some extent and the overhaul of the 
credit system -- the designers assumed that a better credit system existed 
than was the case, and assumed that it was primarily a village-based system. 

The basic design was not followed in the following activities: literacy 
(on the qualitative side), road rehabilitation (i.e., trails improvement 

was dropped), animal traction. Other activities showing shortfalls reflect 
primarily poor implementation. Poor implementation is also evident in the 
other activities, but in those activities it appears not to have been as 
critical to lack of progress as faulty design or disregard of design. 

Implementation shortfalls reflect management weaknesses in OHV and USAID, 
particularly the lack of management information systems, and problems
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TABLE 5
 

PROJECTED OUTPUTS/PROGRESS TO DATE
 

a. A fully irrigated polder rehabili-
tated and rice prGduction therein 
increased to average 3 tons/ha. 

b. An expanded functional literacy 

program operating with typical
materials germane to project 
oals; 8,000 people trained. 
PGA: 2,500 people trained, 100 

centers in operation, of which 25 
with classes for women only, and 

most offering post-literacy 

courses.) 


c. Key staff and majority of OHV 

agents trained. 


d. 	On-farm/village demonstration-
extension program begun/expanded 
-- data compiled from 120 demon-

stration plots. 


e. Basic health services for treating 
and attacking causes of river-
related diseases being provided 
in most villages. 

f. 398 km. of roads and trails up-
?raded to all-weather condition. 

PGA: and a maintenance operation 
wTT be functioning). 

g. 	 Credit system redesigned and oper-
ating. Additional field credit 
offices in operation. 2,000 farm 

families will have increased pro-
ductivity and production by 50%. 
(PGA: and earning cash incomes 
arid marketing most of their in-
creased produce). 

Only 100 of 640 ha. likely to be
 
rehabilitated. Yield even on the 100
 
ha. unlikely to reach three tons by
 
1983.
 

Program has been expanded and can
 
obtain PGA quantitative goals. How­
ever, development of germane mater­
ials lagging, classes for women 
lagging and minimual post-literacy 
courses are anticipated. PGA tar­
gets still achievable with improved
 
management of program and increased
 
OHV-USAID support. 

Quantitative targets may be reached,
 
although delayed later than antici­
pated. Quality of training and cali­
ber of trainees less than desirable. 

Data being collected from 20 pilot 
farms and on-farm field trials by 
SAFGRAD are being done on another ten 
farms. If the expansion of field 
trials recommended by SAFGRAD is 
approved, targets could be met. 

It is uncertain whether there will be 
any project-supported health activi­
ties. 

Because o, a loss of 1+ years of con­
struction and the dropping of trail
 
improvement, the total number of km.
 
improved will probably be 150-175 km.
 
Hopefully, the maintenance operation
 
will be functioning, but it is uncer­
tain at this point. 

Redesigned system will have one 
year' s operation at maximum rather 
than three years planned. Shortfall
 
in farm families reached likely. 
Shortfall could be reduced if revised 
system provides for credit to vil­
lages rather than to individual 
farmers. 
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h, 	 Eight animal traction schools in Number of centers constructed on tar­
operation and 1,500 farmers/oxen get, but none operational as schools 
teams trained. (PGA: Centers for farmers or oxen. Viability might 
will be charging for services and not be realistic, but no way to know 
will be viable, with each school if concept not given fair trial. 
training 100 teams per year.) 

i. 	 90 blacksmiths/metal workers Less than ten trained. Viability of 
(forgerons) trained and providing this activity probably dependent upon 
services to farmers. establishment of animal traction cen­

ters. 

j. Demographic/economic baseline sur- Baseline survey undertaken. Market­
vey completed, providing statis- ing survey nearing completion. 
tical base and agricultural pro- Improved forecasting system not in 
duction inventory for forecasting place. No project evaluation plan 
system. Project evaluation plan written and published. It is not 
written and published. (Not men- clear that baseline survey gave 
tioned at all in PGA.) results adequate for preparing eval­

uation plan. 

k. OHV headquarters and additional These were to have been completed by 
warehouses and field offices con- year two. Headquarters may be com­
structed. (PGA: four small ware- pleted in year four. Not clear 
houses and sTxfield offices.) 	 whether or when others will be com­

pleted. Garage has been added and 
may be completed in year four.
 

1. OHV auto garage staff trained and Vehicle fleet has been expanded. A
 
equipped and providing profes- technical assistance mechanic has 
sional-level repair work on OHV been recruited. However, activity 
vehicles. More than 12 mechanics considerably behind schedule. New 
trained; value of equipment more garage probably prerequisite to 
than doubled. making high level of progress. 
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resulting from invalid assumptions in project design regarding.inputs: (a) 
vehicles, equipment and commodities could be procured and delivered on 
time; (b)qualified Malians for training would be forthcoming on a timely 

ba'sis; and (c) proper final designs would be completed on time for,construc­

tion activites. 

2. Achievement of Project Purpose 

The Logical Framework in the Project Paper lists two conditions for
 

achievement of Project Purpose:
 

a. One-eighth of the Haute Vallee farm families (2,000 families) will have
 
been introduced to improved technology and will have increased food
 
crop productivity, production and marketing; and
 

b. Better support systems for agriculture, functional literacy, health
 
and transport services and facilities will be inplace.
 

Annex I of the Project Grant Agreement, on the other hand, states that the
 

End of Project Status that will indicate that the Project Purpose has been
 

achieved will be the obtaining of the outputs specified above for the fol­
lowing project components: animal traction centers, Bancoumana, credit
 

system, roads and trails rehabilitation, health and literacy.
 

Neither formulation provides a particularly meaningful formulation of an End 

of Project Status that is directly relevant to the statement of Project Pur­
pose: "Increase food crop producitivity, production and marketing in the 
Haute Vallee"., In calculating the Internal Rate of Return, the project 
designers made assumptions not only about the number of people that would
 

benefit from the project, but how many additional hectares would be devoted
 

to the production of millet/sorghum, how much the yield would be increased
 

and what portion of the increased production would be sold. The results 
that flow from the above calculations would make a more relevant statement 

of conditions required to indicate that the purpose of the project had been 

achieved. 

The formulation of the Project Grant Agreement provides more quantitative 
information, but it is not clear that all of the outputs specified really 
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are necessary conditions to the achievement of the project purpose. This,
 

in fact, isone of the problems with the project design -- it is not clear
 

just what level and'formulation of outputs is really essential to achieving
 

the project purpose. The Project Paper states that roads and credit are the
 

most critical elements to project success, but goes on to state that others
 

are also important. 

Based on the results of this evaluation, it is suggested that the most cru­

cial elements to project success are: 

a. A re-structured, liberalized and more efficient credit system;
 

b. A substantially improved OHV performance, particularly with regard to:
 
(1)the dissemination of test results of new technological innovations;
 
and (2)the delivery of production inputs, agricultural machinery and
 
work oxen (at least until these activities can be taken over by the
 
private sector);
 

c. A better OHV financial structure and improved financial management by

OHV to ensure the foregoing;
 

d. Improved marketing possibilities for farmers -- this includes road
 
rehabilitation, but might also include increased sale of carts on
 
credit, provision of loans or equipment to villages to improve roads,
 
contracts with private truckers to pick up produce, improved COHV mar­
keting capability and flexibility, etc; and
 

e. Greater and better use of animal traction (large scale training of
 
farmers and oxen may or may not be essential).
 

There is likely to be a shortfall inthe achievement of the Project Purpose,
 

regardless of whether the formulation chosen is from the Logical Framework
 
of the Project Paper or the Project Grant Agreement. The shortfall will
 

probably be greatest in relation to Grant Agreement targets. Ironically, as
 

indicated in the following section, overall production of food grains in the
 

Haute Vallee region is likely to exceed expectations. A portion of that
 

gain can be credited to activities under the project, some of which are dis­

cussed in the Technical Feasibility section. Even more impressive gains are
 

likely if OHV and USAID give high priority to the items listed above as the
 

most crucial elements to project success and implement the recommendations
 

in this report.
 

.DEELOPMENT INC.ASSOCIATES, 



-105-


Looking forward to the design of a follow-on project, OHY and USAID should 

arrange for studies or analyses which will peinit them to determine more 

clearly the need for, and potential of, such project components or activi­

tie! as health, literacy, animal traction train': ng and other activities
 

which appear to be somewhat marginal to project success.
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B. Economic Feasibility
 

The Project Paper included both a macro and a micro-economic analysis of the 

proposed project. The macro analysis involved the calculation of an internal 

rate of return, a look at the balance of payments impact of the project and an 
analysis of the impact of the project on the financial viability of OHV. The 

micro analysis was concerned with the feasibility of individual farmers being 

able and willing to borrow funds to purchase oxen and farm equipment which 
would be necessary for them to increase their productivity. The Evaluation 
Team has not attempted to re-calculate the internal rate of return and other
 

calculations in the Project Paper. However, the basic assumptions underlying 
the calculations have been reviewed, so that it is possible to draw some gen­

eral conclusions about the original analysis. 

The internal rate of return (IRR) in the ProJect Paper was 8 percent. Three 

factors were cited in the Project Paper as accounting for the relative modesty 

of the IRR: 

(1) 	 The terminal year for the analysis was year 15, although benefits after 
that period exceeded costs by $900,000 discounted at 15 percent; 

(2) Values of assets (with the exception of oxen) were not added in as bene­
fits in the final year; and 

(3) Projected yield increases due to improvements on unrested land was from
 
750 to 850 kilograms per hectare (i.e., 13 percent) for millet/sorghum.
 

There are some other assumptions (explicit or implicit) used in the Project
 

Paper calculations that also tend to limit the projection of benefits from the 

proj .ct:
 

(1) No increases in productivity were projected from new seed varieties; 

(2) No increases were projected in areas planted to rice, except for those 
being rehabilitated by the project in the Bancoumana polder; 

(3) No change was projected in the ratio between the prices of the farmer's 
production inputs and the prices of the products he sells; and , 

(4) No increase in the production of maize (corn) was projected. 

As indicated in Table 3, the area planted to millet/sorghum between crop years 

1977/78 and 1980/81 increased 25 percent, and yields went up 29 percent. The 
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increase inarea planted is due mostly to increases in the effective market
 
prices for the grain, but a significant part of the increase In the yield is 
probably due to the increased cultivation of cotton and the establishment of
 
crop rotation patterns which cause millet/sorghum to benefit from residual
 
fertility from the fertilization of cotton. 
 Improved sorghum varieties are
 
likely to be introduced by the end of the project which could add substantially 
to the benefit stream during the balance of the IRR period. Even with present 
varieties, direct fertilization could increase yields significantly. Thus, it 
would appear that the benefit stream from millet/sorghum will be substantially
 
greater than projected in the Project Paper. 

The benefit stream from increased rice output will likely be less than pro­
jected for the Bancoumana rice polder because of the delay in initiating the 
rehabilitation of the polder (two years late) and because only 100 hectares of 
the planned 640 will be put into improved production. However, this reduction 
in benefit flow will likely be offset somewhat by increases in areas planted 
to rice outside the polder area. For example, Table 3 shows an increase in 
rice plantings of nearly 100 percent between 1977/78 and 1980/81. 
 Improved

cultivation practices with animal traction could lead to further increases in
 
areas 
planted to rice as well as improved yields. 

A particularly impressive gain which was not projected in the Project Paper is 
the increase incorn production. The acreage planted tripled between 1977/78
 
and 1980/81, and yields doubled. Thus, corn production, which was only one­
third of millet/sorghum production in 1977/78, was 25 percent greater than
 
millet/sorghum in 1980/81. Corn has benefited primarily from the greatly in­
creased selling price on the parallel market, but also from the introduction 
of new varieties and from increased fertilization -- in part from the rotation 
with cotton, but probably from some sub rosa direct fertilization. It Is 
anticipated that plantings of the new corn seed variety, tiemantie, will con­
tinue to increa.;e until it is replaced by new varieties in two to three years 
that will out-produce Tiemantie by one ton per hectare, i.e. to nearly eight 
tons compared to current average yields of 2.4 tons. 

While it may be difficult to agree on how much of the increased benefits from 
corn should be included in the benefit stream for calculating the IRR for the 
project, it is certainly obvious that the potentials of the project area are 
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substantially greater than one would have anticipated from reading the Project

Paper. Much of the increases so far have resulted from freer prices and high
 
demand. With substantial increases in production, prices may fall. 
 At that
 
point, the value of improved cultivation practices will likely become very
 
important. 
The prices of inputs will also become crucial. The recently initi­
ated production of rock phosphate in Mali should help to hold down the increase
 
in the cost of fertilizer. The rock phosphate has proven tu be just as econo­
mic as imported fertilizers and should not increase in price as rapidly as
 
imported fertilizers.
 

On the cost side of the equation, the delays inproject implementation will
 
probably result in some reduction in the amount of project outlays during the
 
project period. 
Thus, the IRR should be considerably more favorable than the
 
conservative calculation included in the Project Paper.
 

With regard to the balance of payments impact, that also is likely to be more
 
favorable than projected because of the larger than anticipated increases in
 
corn, rice and millet/sorghum production. As indicated in the Project Paper,
 
Mali's neighbors are grain importers, so substantial increases in production
 
can lead to exports --
which in fact seems to have taken place already to some
 
extent, although probably largely unrecorded. IfOHV pushes the use of domes­
tic rock phosphate, there will also be some foreign exchange savings.
 

The impact of these developments and other factors on OHV's financial position
 
isdiscussed in the Financial Feasibility section below (V.F.).
 

The micro-economic calculations are more difficult to validate. 
However, the
 
results to date on the pilot farms generally are favorable. Furthermore, there 
continues to be a strong demand to purchase oxen. FAO estimates that a 100
 
percent return on investment is needed to ensure that farmers will borrow to
 
utilize production inputs such as fertilizer. Inon-farm field trials, SAFGRAD
 
has obtained yields using rock phosphate on local cereals that provide a return
 
on investment from 137 to 158 percent. 
Thus, it appears that direct fertiliza­
tion of cereals would be profitable, at least if good weeding practices are
 
followed; i.e., generally where animal traction is used.
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Farmers generally have been responsive to recommended improvements in cultiva­
tion practices where the positive results can be seen. However, the limitation 
of credit almost exclusively to farmers who were growing enough cotton to repay

the loans being provided has limited the number of farmers that could initiate 
new practices. Thus, if OHV implements the recommendations in this report with 
regard to opening up the credit fund and improving the credit terms, the micro­
economic picture will improve considerably for a large number of farmers. With
 
such improvements and a 
stronger animal traction extension program, it should
 
be possible for an even larger number of farmers to participate in the program 
even i f grain prices frl 1 somewhat from their current high level s. 

Some people interviewed during the evaluation felt that there should be a
 
stronger element of micro-economic analysis built into the project. On the
 
other hand, one expert suggested that such analysis should be left to the 
farmer. The experts should demonstrate new techniques, new varieties, etc. and
 
leave it to the farmer to decide on the economics. The situation discussed in
 
Annex C supports his thesis. Furthermore, it should be noted that those who
 
presumably are doing the micro-economic calculations inMall 
are the government
 
economists who establish the controlled prices. 
Where those prices are effec­
tive; e.g., cotton, production went down in 1981, and where government prices
 
could be circumvented, e.g., corn and sorghum, production went up substanti­

ally.
 

Some generalized micro-economic analysis by the researchers to help them 
establibn priorities in their research program probably can be helpful.
 
However, even there, one should leave allowance for the farmer's need for
 
security in food crops. 
Thus, the analysis is not micro-economic but agro­
social-economic. 
Can anyone other than the farmer really perform this
 
analysis? In short, if there has to be a trade-off between resources devoted 
to micro-economic analysis versus those for improving or expanding on-farm 
field trails or pilot farm activities, priority should be given to the latter 
activities. 
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C. Technical Feasibility
 

In the Project Paper, the technical analysis covered eight subjects: agronomic,
 
agriculture credit, engineering, animal traction, health, functional literacy, 
irrigation at Bancoumana and roads. 
The validity of the design, as well 
as
 
the extent to which design has been followed, was discussed for all of the
 
foregoing subjects, except agronomic, in Section III. Therefore, this section 
will be limited to a short discussion of agronomic factors. 

One of the questions posed to the evaluators was whether there was really a 
"technical package" to distribute to the farmers. 
 Inpursuit of the answer to
 
the question, one is led to question the concept of a technical package. 
At
 
any given time, there should be, as there are, a number of different techno­
logical innovations being tested at various levels (experiment station, on-farm 
testing) -- some individually, some in conjunction with other innovations. 
Such "innovations" of course may be new to one region (e.g., OHV) and not in
 
another (e.g., CMDT) or even be an innovation in only one Haute Vallee zone.
 
Adaptation of a "technical package" notimplies a static situation which does 
and should not exist. 
The more basic question to ask, therefore, is whether
 
there is a system for the development, diffusion and support of technological 
innovations of value to the target farmer. 

With regard to the development of new technological innovations, there is a 
great deal of research being carried out by Mali, much of which is based upon 
and tied into research going on in regional and international research centers. 
Some information on these activities is provided in Annex B. The research is
 
administered at research staotions and 
on the farm -- at the pilot farms started 
under the auspices of the Haute Vallee project and in on-farm field trials 
sponsored and technically supported by SAFGRAD (Semi-Arid Food Grains Research 
and Development program). Information on the applied research being carried
 
out by or for OHV on its Samanko station plus information on the activities on 
the pilot farms and SAGFRAD on-farm field trails are provided in a memorandum
 
by the acting chief of the technical assistance team submitted in response to
 
a request by the Evaluation Team coordinator (Annex D).
 

As indicated in the Economic Feasibility section above, the results being
 
reported from research stations and on-farm trails indicate 
an extremely 
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favorable situation -- particularly when compared to the presentation in the
 
Project Paper. The latter was assuming dissemination within the Haute Vallee 
project area only of innovations already tested out in the CMDT zone in 
southern Mali. Inaddition, the project designers proposed that OHV undertake
 
some applied research on the animal traction centers. The potential results 
from SAFGRAO, ICRISAT (International Center for Research in the Semi-Arid 
Tropics) and other research activities coordinated or carried out by the GRM's 
Institute of Rural Economy (IER) were minimized. 

Because the development of new technological innovations is proceeding so
 
rapidly, the importance of dissemination and support become especially crucial. 
The pilot farms and the on-farm field trials are the bridge between develop­
ment and dissemination. That is, they reflect the final stage of development 
and at the same time the first stage in dissemination. The initial OHV deci­
sion to establish 80 pilot farms was too ambitious and was costly to the pro­
gram in terms of credibility and results. Currently, about 20 pilot farms are 
being closely monitored. Under the SAFGRAD on-farm field trials activity, 
there was a more modest beginning. Trials were carried out last crop year in 
only two OHV sectors (secteur) and the number of types of triat s was fairly 
restricted. SAFGRAD is convinced that the program has been sufficiently tested 
to warrant a substantial expansion -- to the other two sectors of the project
 
plus more farms and a greater variety of trials in the Bancoumana and Kangaba 
sectors where the trials are on-going. 

The next step in the process is the broader dissemination of results obtained
 
on the pilot farms and in the on-farm trials. The extension service should 
play the major role. Recent plans adopted by OHV provide time for training
 
extension agents and provide for closer monitoring of the performance of exten­
sion agents. This is a step in the right direction, but a major effort is
 
needed to develop and implement appropriate training programs and to provide 
meaningful incentives to agents. Furthermore, there should be an exploration 
of more innovative ways of disseminating information, e.g., utilizing existing 
village structures, fairs, inter-village visits, audio-visuals (Including 
movies with farmers and their families in the movies), functional literacy 
programs, "best farmer" or "best farm" prizes, etc. Obviously, discussions 
with farmers can help select the ways most likely to be successful in the 

short run. 
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Dissemination of research results will be of little value unless farmers can
 
get needed inputs, and on a timely basis. 
OHV's record in recent years in
 
this regard is not very good. The potential of this project cannot be achieved
 
unless there is a
marked improvement in OHV's implementation capability or
 
greater encouragement given to the distribution of production inputs by the
 
private sector. 
Ineither case a more efficient and more flexible credit
 
system will be needed.
 

Insummary, the technical feasibility of the project remains valid. 
However,
 
some improvements in the system are needed. 
there needs to be improved coordi­
nation of the research effort, and some contractual arrangements between OHV
 
and the research organizations would permit OHV to discontinue its own research
 
activities and concentrate on expanding and properly supporting on-farm field
 
trials and pilot farm activities. A review of the relative costs and benefits
 
of the pilot farm approach and the on-farm field trials should be undertaken.
 
Even if both serve a useful purpose, there is need for a rational basis for
 
establishing the level of funding and the utilization of limited technical
 
manpower that should be allocated to the two activities. Considerably more
 
efficient project management and implementation and more sophisticated planning
 
will be essential if the support systems are going to become adequate to trans­
late the very positive research results Into increased production and increased
 
income for the farmers and OHV.
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D. Social Soundness
 

In the general comments included in the sociological analysis in the: Project 
Paper, the following are particularly relevant: 

"The society and culture of the people of the Haute Vallee area are changing.
The impact of Bamako and western culture appears to be a cause of this
 
change. While the OHV organization is seeking to improve conditions, the
traditional culture still forms the matrix within which it must operate if
it is to be successful. It is, therefore, obligatory that in the course of 
introducing innovations that the village and family potential for development

not be stifled or discarded. Indeed, they provide an existing structure
 
through which OHV can operate. Itis especially important for the OHV to be

continuously aware of the impact of its innovations on the core of community
life and its institutions. So this is why an anthropologist is needed for
the project during several short-term periods." 

Although individual extension agents are in frequent touch with villagers, the 
Evaluation Team coordinator did not get the feeling that OHV managers, partic­
ularly in Bamako, take seriously the advice in the above pa agraph. For in­
stance, one high official stated that farmers do not know how to plan. Another 
made fun of the idea that an extension agent could possibly take advantage of a 
farmer in the handling of credit. The extension agents interviewed in the 
field indicated that all OHV planning comes from the top down; they are never
 
encouraged to develop plans locally with villages or villagers.
 

The Evaluation Team was told in Bamako that credit was distributed through 
village agricultural extension committees, but in the field the team found only 
one such committee in 12 villages and none Bamakobeing used as had said. Even 
though the team only visited 12 villages in doing the credit survey, those vil­
lages were in three sectors. Furthermore, the team talked with Sector and ZER 
chiefs and thereby obtained information about a larger area than that actually 
surveyed. 

In general, the team found no evidence that farmer input is sought by OHV 
leadership when developing its plans, apparently because it is seen of no 
value. The team was not aware of any call being made by OHV or LBII for short 
term services of an anthropologist as suggested in the Project Paper. USAID 
clearly has not made appropriate use of its rural sociologist, because he was
 
not even consulted when USAID prepared its ill-conceived Implementation Letter
 
No. 4 on the administration of agricultural credit. 
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Inthe sociological analysis in the Project Paper, there were also short dis­
cussions on the Bancoumana polder, credit, animal traction and functional
 
literacy and health. 
The statements therein, which attested to the feasibility
 
of the design, still 
seem valid except as they relate to credit. Itwas
 
assumed that a village credit system was prevalent throughout the valley. This 
probably was not true at that time; itcertainly is not now. Ifit existed,
 
it has atrophied from lack of use. Nevertheless, it appears that such a system
is feasible and desirable, and it has been recommended elsewhere that the
 
situation be surveyed with 
a view to implementing such a village-level credit
 
system.
 

Two activities of the project have the potential for impacting favorably on
 
women: animal traction and functional literacy; health could have had 
a favor­
able impact if it had been implemented. The use of animal traction eases 
women s burdens in two ways: (1) it potentially reduces the requirement for

hand weeding on the family fields which is largely done by women and children;
 
and (2)the women's smaller gardens which are usually farmed exclusively by the
 women can be prepared by animal traction, thereby saving women's labor and
 
probably increasing yields. The functional literacy program calls for 25 cen­
ters providing classes exclusively for women. 
This has the potential for
 
improving their status, improving the health standards 
in the families from
 
which participants come and offering women possibilities for personal or family
 
economic gain.
 

Neither of these two activities are achieving their targets, but the reason
 
appears to be largely, ifnot exclusively, faulty implementation. The next
 
evaluation should attempt to verify that women participating in special classes
 
for them are indeed realizing benefits from the'classes. 
Itwould be well to
 
compare their gains with those of women who participated in mixed male-female 
cl asses. 

In sum, the project design appears to be socially sound. However, this evalua­
tion focused almost exclusively on the efficiency of project implementation and
 
very little on the effectiveness of the project, i.e., the impact of the pro­
ject on the intended recipients. Increased attention should be included on the
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latter in the next evaluation. Inaddition, project planning and implementa­
tion needs to be much more farmer and village-oriented; i.e., farmers and vil­
lage organizations need to play a much more significant role in both project 
planning and implementation. 
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E. Administrative Feasibility 

The Project Paper stated that OHV was financially in relatively good shape and
 
that the financial future looked very promising. It would appear that the pro­
ject designers had overlooked the importance of the contribution of the Euro­
pean Development Fund to OHV's financial solvency during the period preceding 
AID funding. The adequacy of financial management was also probably over­
estimated. Exogenous factors which could not have been foreseen have also con­
tributed to OHV's financial problems. 
At this time, OHV financial viability
 
is probably the most crucial element impacting on project feasibility. It is
 
discussed further in the Financial Feasibility section which follows.
 

The Project Paper also stated that management expertise was lacking in every 
OHV department, but this was being adequately addressed through training and
 
technical assistance. 
 It is doubtful that the training and technical assist­
ance projected would have been sufficient, particularly the training which was
 
largely off-shore. 
However, the situation has been exacerbated by the fact
 
that the training has not taken place as projected, and the technical assist­
ance accepted by OHV was less than anticipated. Furthermore, the approach and
 
activities of the first chief of party did little if anything to strengthen

OHV's management capability in any department. The result of the foregoing is 
that the administrative efficiency and effectiveness of OHV administration is 
the second most critical factor in the success of the project -- after OHV
 
financial viability. The project is administratively feasible, but the results
 
will be considerably less than the project's potential unless the recommenda­
tions herein for strengthening OHV performance are implemented.
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F. Financial Feasibility/Budgetary Analysis
 

There are two principal issues involved in validating':th'efinancial feasibility 
of the project design: (1) the financial viabilityof OHV; and (2) ithe ade­
quacy of AID and OHV budgetary allocation.
 

1. OHV Financial Viability 

As indicated in the Administrative Feasibility section above, OHV financial 
viability is probably the most crucial element impacting on project feasi­
bility. Continuation of the current revenue-generating structure would make 
it extremely difficult for OHV to modify the present operating policies and 
procedures which are geared so overwhelmingly to fostering the production of 
cotton. Without a 
change in these policies and procedures, the full poten­
tial of this project cannot be realized. Furthermore, without an improve­
ment in the financial situation, OHV's continued existence becomes question­
able. To keep afloat, OHV has been forced to utilize AID funds inways that
 
were not intended. 
 The loss of the SCAER credit funds particularly weakened
 
OHV's financial position. Because of these problems, a poor financial man­
agement system has been further weakened and distorted, and top management
 
devotes its time to trying to solve liquidity crises rather than looking to
 
the long term future of the organization.
 

Suggestions for modifying the income structure of OHV were offered in Sec­
tion II.C. Recommendations for improving financial management and for 
carrying out the study of OHV finances which was recommended in the Project 
Paper were included in Section IV.B. 
 An early implementation of these
 
recommendations and the recommendation in Section III.C on credit iscon­
sidered vital to project feasibility and an essential condition to con­
tinued AID support. 

2. AID Contribution to Project Budget
 

A detailed presentation of the original project budget is presented in Table
 
1 in Section 1.0. The evoluti-(nl of the principal categories of that budget
 
and utilization of the budgeted funds is shown inTable. 6 on the following 
page. 
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TA-BLE 6
 

BUDGET ANALYSIS -- OPERATION HAUTE VALLEE PROJECT
 
(U.S. $1,000) 

Project Components 

Adjusted 
Original 
Budgetl]/ 

Revised 
Budget 
7/31/812/ 

Obliga-
tions 

9/30/81 
Earmarked 
9/30/81 

Expend-
itures3/ 
9/30/81 

Pipe­
line-/ 
9/30/81 

Technical Assistancei5/ 4,229 3,662 2,023 2,733 1,778 245 

Training 851 692 480 261 85 395 

Equipment/Comodities 3,453 3,793 3,793 3,771 _3,439 354 

Construction 
Roads 
Buildings 
Bancoumana polder, 

4,977 
(3,797) 

(485) 
(695) 

5,100 
(2,900) 
(1 000) 
(1:200) 

2,950 
(950) 

(1,000) 
(1,000) 

578 
NA 
NA 
NA 

1391 
NA 
NA 
NA 

2,811 
NA 
NA 
NA 

Ag. Credit 

Maintenance/Salaries/ 
Primes 
Health 

1,757 

1,396 

616 

1,767 

1,765 

500 

1,169 

865 

87 

644 

1,613 

7/ 

--

1,430 

7/ 

1,169 

(565)o 

7/ 

, 

Contingencies/Inflation 1,116/ 1,116 545 7/ - 7/ -­ 7/ 

TOTAL 18,395 18,395 11,912 9,600 6,870 5,042 

Percent of Budget obligated -- 65%; earmarked -- 52%; expend&c, -- 37% 

W 
0 

P 

* 

0 

I/Approved budget adjusted to include pro-rated portion of that part of contingencies and intfla­tion category which had been utilized by 7/31/81. 
2/Attached to Project Grant Agreement Amendment No. 7 of 7/31/81.
'/Liquidated obligations plus accruals.
W/Obligation minus expenditures. 
5/Includes studies. 
_B/Original budget was 4,339 -- 24 percent of total budget. The difference (3,223)-has been",dis­
/tributed proportionately to other categories.7/Not available. Amounts, if any, are included in Maintenance, etc. 
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Some project components are presently budgeted considerably higher than in 
the original project budget, but there are likely to be shortfalls in other 
categories. In addition, there is still $1.1 million remaining in the bud­
get for covering contingencies and inflation. Therefore, it appears that 
the total funds budgeted will be sufficient to carry out what is physically 
feasible in the remaining two years of the project. 

Although total funding appears adequate, the way the funds have been
 
reallocated during the course of the project reflects some of the implemen­
tation problems and may have some implications for the level of physical 
accomplishments that can be expected during the balance of the project.
 

a. Maintenance/salaries/primes -- The revised budget is 25 percent higher 
than the original estimate. Furthermore, earmarkings at the end of 
September 1981 were 90 percent of the revised budget. This no doubt 
reflects the OHV financial crisis. It also indicates the likelihood of 
an extreme situation if USAID does not agree to a further increase in 
the budget allocation for this category. It also illustrates why USAID 
must insist on a drastic improvement in financial management in OHV and 
on priority attention being given by other GRM offices as well as OHV to
 
finding means of increasing OHV's sources and level of income
 

in ways that are compatible with the objectives of the project.
 

b. 	Construction -- Construction, which accounts for 28 percent of the pro­
ject budget, has been extremely slow-moving -- only 58 percent of the 
budget has been obligated and only one-fifth of that has been earTaarked 
according to USAID figures. Furthermore, the allocations to building 
construction (OHV office building, OHV garage, field warehouses and 
offices) have more than doubled, and the allocation for Bancotvmana is 
up 73 percent. Thus, the amount allocated for roads, one of the two 
most important project components according to the project designers, 
is budgeted at the original figure without any adjustment for inflation 
or contingencies; i.e., the roads component is now budgeted at 16 per­
cent of the total budget compared to 21 percent originally.
 

c. Agricultural credit -- The other project component which was con­
sidered by the project designers to be crucial to the success of the 
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project is lagging badly. While two-thirds of the budget had been
 
obligated, only 36 percent had been earmarked as of September 30, 1981.
 
It is doubtful that much, if any, of the funds will be utilized this
 
coming crop year given the need for time to implement the
 
recommendations made herein.
 

Another aspect of the budgetary situation which potentially can create
 
implementation problems is the size of the pipeline. 
Itwas over $5mil­
lion at the end of September 1981, i.e., 42 percent of obligations and 27
 
percent of the overall budget. 
 Unless the pipeline is reduced, itwill be
 
extremely difficult to get additional funds from AID/Washington, especially
 
given the overall AID budget difficulties. This suggests that USAID and
 
OHV should give high priority to expediting implementation actions so that
 
the pipeline can be drawn down substantially in the coming fiscal year.
 

Concurrently, the budget should be reviewed with a view to shifting funds
 
among project components so that the project can maintain momentum with a
 
minimum obligation of funds in FY 1982.
 

For planning purposes, USAID has considered closing off the project at the
 
end of FY 1983 and starting a new project in FY 1984. 
While there are many
 
variables that may subsequently affect what decision on this is ultimately
 
made, it seems appropriate to ensure that USAID considers some of the recom­
mendations in this report. 
For example, it has been recommended that LBII
 
recruit an experienced chief-of-party. 
This will be extremely difficult if
 
the person cannot be recruited for at least two years. 
This means that the
 
contract would need to be funded at least six months into FY 1964.
 

Inaddition, the road program isjust beginning its first year at something

close to maximum performance. In terms of project objectives, it is very 
important to maintain the momentum that presumably is about to be achieved
 
inthis activity. Consideration should be given, therefore, to funding in
 
FY 1983 road construction activities to be carried out in FY 1984 -- this 
also implies continued funding of the technical assistance contract. Simi­
larly, if the credit program has been overhauled and is functioning well, it
 
would be desirable to obligate funds in FY 1983 for the FY 1984 agricul­
tural campaign. 
 In short, if USAID decides to support a follow-on project,
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it should be very careful to avoid the kind of situation that developed in 
the funding for Mali Livestock II while a follow-on project was being 
developed.
 

3.Malian Contribution to Project Budget 

The Malian contribution to the project was shown in the Project Paper and 
the Project Grant Agreement as $6.9 million 27 percent of the total-- bud­
get. This contribution consisted of cash and in-kind contributions by OHV, 
and contributions by villagers -- see summary below. 

TABLE 7
 

MALIAN CONTRIBUTION TO OHV PROJECT
 
($1,000)
 

OHV Cash Contributions $4,702*
Land for new OHV buildings 175 
Expense to villagers for 
building and equipping
 
literacy centers 2,000

Expense to Bancoumana farmers
 
for land leveling 40.. .Total$6 17 

.*Ofwhich, Tontinge1,950 for es/Inflation. 

Inthe revised budget attached to Project Grant Amendment No. 7 of July 31,
 
1981, the cash contributions are shown as $3.3 million (no contingencies
 
allocation) and nothing is shown for the other categories. Ao data were
 
obtained on actual obligations or expenditures by OHV. Itappears obvious,
 
however, that there has been a shortfall in OHV contributions. This illu­
strates once again the importance to OHV and the project of increasing OidV's 
revenue and improving OHV financial management. 
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VI. RECOMMENDED MANAGEMENT PRIORITIES 

There are some 40 recommendations in this report for actions to be taken regarding 
the Haute Vallee project -- the recommendations in the Lessons Learned section are 

not numbered since they are not project specific. Itobviously will not be pos­

sible -- nor desirable -- to implement all of these recommendations at once. The 
recommendations need to be classified into priorities 1, 2, etc., giving highest 

priority to items requiring immediate attention. Since the Minister of Agricul­
ture and the Director of USAID are the signatories to the Project Grant Agreement, 
and thus ultimately responsible for the success of the project, they should par­
ticipate in the establishment of management priorities and ensure that their deci­

sions are implemented in an appropriate and timely fashion. The contractor, under 

supervision of the OHV Director and with the support of the USAID Project Officer, 

could do much of the preliminary staff work to prepare for such high level meet­
i ngs. 

RECOMMENDATIONS
 

(39) That the GRM Minister of Agriculture and the Director, USAID/Mali convene a 
meeting to review the recommendations of this report, to establish Priority 

1 actions, to assign action officers to implement Priority 1 recommendations 
and to assign an office or officer to monitor implementation and report pro­

gress periodically to the Minister and the Director, USAID Mali. 

(40) That the Minister and the USAID Director convene another meeting within 60
 
days of the first meeting to review the progress on implementing Priority 1
 

recommendations and to establish revised priorities, incorporating Priority 
2 recommendations for action.
 

To facilitate implementing the foregoing recommendations, the Coordinator of the
 
Evaluation Team has categorized below the recommendations and provided some com­

ment where it seemed appropriate.
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Priority 1
 

A. Immediate Implementation Problems of Critical Project Components 

Planning for Bancoumana polder rehabilitation -- Recomm. No. 16.,
 
Operational Plans for road rehabilitation -- Recomm.,No. 9.,
 
Revamp credit program -- Recomm. No. 4.
 

B. Critical Support Functions Needing Immediate Attention
 

Agreed project strategy and implementation plan -- Recomm. No. 1, 39, and 40.
 
(Initiation of process is priority 1, but it is recognized that'the process
 
will continue for some time.)
 
Initiate recruitment of technical assistance personnel -- Recomm. No. 20, 28,
 
and 37.
 
(These recommendations include recruitment of both long and short term 
personnel. The latter are particularly important for recommending ways of 
improving the OHV financial structure, up-grading OHV financial management and
 
planning and improving operational performance.)
 
Establish project monitoring system and improve project reporting -- Recomm.
 
No. 31, 32, and 22.
 

Priority 2 

A. Actions Needed to Support Priority IB.Planning
 

Strengthen animal traction program - Recomm. No. 2.
 
Long-term planning of credit program -- Recomm. No. 3, 5, 6,and 7.
 

Strengthen extension activities -- see VC.
 
Obtain information on road maintenance -,- Recomm, No. 10 a. b. and c,
 
Decide on health component -- Recomm. No. 12 and 13.
 

lSome actions may al ready be completed in response to reconmendationsi n the 
draft Evaluation Report. 
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Improve management and content of functional literacy program -- Recomm. No. 

14 and 15.
 
(Some operational problems may deserve Priority I attention, but FL has been
 
categorized Priority 2 because literacy, at least as operated to date, appears
 

relatively marginal to project success.)
 
Review base line studies and determine any additional studies needed -- Recomm.
 
No. 23.
 

(See also II.C.3 and III.B. -- 2nd comment after recommendation.)
 

B. Other Operational Decisions/Actions
 

Retain USAID Engineering position -- Recomm. No. 8.
 
Bring project documentation up to date -- Recomm. No. 25 .
 
Establish principles for contract supervision -- Recomm. No. 309.
 
OHV recruit highly qualified financial officer -- Recomm, No. 38.
 
Develop in-country management training -- Recomm. No. 36.
 
Review Lessons Learned section.
 

Priority 3 

A. Actions Which Flow from*Priority IB and 2A Planning 

Work plan !or balance of Bancoumana polder rehabilitationft - Reconun. No.17,,
 
Construction of buildings in the field -- Recomm. No. 18 and 19..
 
Prepare revised training plan -- Recomm. No. 24.
 
Revise contractor's scope of work -- Recomm. No. 29.
 

Prepare road maintenance plan and program -- Recomm. No. 10
 
Cease road rehabilitation in 1983 if no maintenance program -- Rcomm..o.'l.
 

Continuing Actions 

Prepare annual and quarterly work plans -- Recomm. No. 27.
 

Have regular meetings to review project progress -- Recomm. No. 33.
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Minister of Agriculture and USAID Director hold periodic, joint. reviews 
Recomn. No. 34.
 
improve OHV-USAID-LBI I-Ministry of Agricul ture-Farmers cooperation, col lab­
oration and communication -- Recon. No. 35.
 
Increased OHV use of short term technical assistance -- Recom. No. 21.
 
Proper analysis and documentation of project changes -- Recoin. No. 26.,
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VII. LESSONS LEARNED
 

This section presents findings of the evaluation, or draws conclusions from the
 

findings, which have relevance beyond the immediate project. Suggestions or 

recommendations may be addressed to the GRM, or an agency thereof, to AID/Washing­

ton or to the USAID in Mali. The proposals may relate to the implementation of
 

similar projects or to particular implementation methods or systems, regardless of
 

the type ot project. 

A. Improving Collaboration and Conmunication 

1. In the Design Process 

In both this evaluation and in the Roush report previously cited, the 

importance of greater host country participation in the project design pro­
cess was stressed. This has been much easier for AID to accept in principle 
than to put into practice. Therefore, it seems appropriate to explore col­

laboration in project design in greater detail. 

Improved collaboration in project design could be strengthened if USAIDs 
were more fully staffed and could take greater control of the design of pro­
jects. However, this does not appear likely in the near future; rather, 

there will 7ontinue to be a dependence upon external design teams. Greater 

participation by host country personnel in design teams would also be salu­
tory. Again, however, there is reason to doubt that too much headway will 

be made. For example, there is usually a scarcity of qualified personnel, 

and since the design process is rather long and the result not always sure, 

priority is usually given by host country agencies to using such personnel 

on current activities. 

Nevertheless, there are some things that should be feasible which could. 

strengthen collaboration or compensate for les' thanldesired host count'iy 
inputs to the design process. 
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a. Design Team Composition 

On the AID side, the composition of the design team could be modified to 
make up for the inadequate host country representation and focus more on 
implementation mechanisms. For example, in addition to the usual techni­
cal specialities, teams should also include someone with broad experience 
in project evaluation and someone with good training and experience in 
the management of international development activities, particularly with 
implementation experience. A financial expert should be included on the 
team if: (a)the project will have a credit component; (b)the host coun­
try will administer a significant portion of AID project funds; or (c) 
the success of the project will depend to a considerable extent on the 
efficiency of the host country financial system. Similarly, a logistics 
expert may be needed if the piject will require the purchase, storage
 
and/or distribution of significant quantities of commodities. One person
 
may be able to fulfill more than one of the above functions. Itmay also
 
be necessary to divide the design team into groups, with the logistics/
 
finance/management group following the technical group to review the
 
implementation feasibility of the technical program. If the feasibility
 
should be questioned, a follow-up team visit might be necessary. This
 
would still be cheap in relation to the overruns on projects which
 
encounter serious implementation delays as a result of inadequate pre­
project implementation planning.
 

On the host government side, higher priority needs to be given to project
 
design and evaluation. Host !jovernments need to realize that there will 
always be a high turnover in the expatriate personnel who come to partic­
ipate in development activities in their country. Therefore, it will be 
host country personnel who are in the best position to profit from evalu­

ations and to insure that lessons learned are incorporated into future 
project design. It probably will not be feasible to have design and 
evaluation units in all ministries for some time. However, it should be 
feasible to have at least one unit in the government, perhaps in the Min­
istry of Plan. 

In Mali in particular, the Ministry of Plan has a responsibility for
 
evaluating development projects. In addition, the Institute of Rural
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Economy (IER) in the Ministry of Agriculture has an evaluation unit that 
is used for many, if not most, evaluations of rural development projects. 
It would seem desirable, therefore, that an individual from either or 
both of these units participate in the design team for new rural develop­
ment projects as well as anyone that could be spared from the organiza­
tion that would have responsibility for implementing the proposed pro­
ject. Even if personnel constraints precluded putting someone on the 
design team, the government should insist on a review of the draft pro­
ject proposal by those units as well as the implementing agency prior to
 
giving preliminary government approval of the proposed project. 

AID, in conjunction with other international donors and lendors as appro­
priate, should encourage host countries to establish design and evalua­
tion units where none exist and should support such units as needed. For 
example, AID could provide support for the creation of services similar 
to AID's Development Information Service and the training of personnel in 
the design and evaluation concepts developed by AID and now used by many 
other donors. In addition, AID should insist that USAIDs seek out and 
incorporate in design teams host country personnel experienced in evalua­
tion -- from either the private or public sectors. 

b. A More Realistic Implementation Plan 

It is usually fairly easy to obtain agreement between host country offic­
ials and USAID project design personnel on the general objectives of a 
project. Frequently, however, there is not a meeting of minds on how 
those objectives are to be accomplished--in part, because host country 
personnel generally make little input into the detailed implementation 
plan. While efforts should be made to have greater host country input in 
the early stages of design, it is quite likely that the most important 
input, that of the host country project director, will not be available 
because he may not even have been selected at the time of the project 
design team's visit. This is especially likely where there is a consid­
erable time lag between the visit of the design team and the signing of 
a project agreement. Because of the likelihood of inadequate host coun­
try input into the implementation plan included in the Project Paper, AID 
should consider modifying its project design and approval process. 
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(1) Meaning of Project Approval 

AID should make clear that its project approval is binding on the 

general objectives of the project, but it is leaving considerable 

latitude to the USAID and host country in terms of how the objec­

tives are achieved--subject to the presentation of sufficient infor­

mation to insure that the project can be carried out in the time 

frame proposed. To compensate for requiring less implementation 

detail at the time of project approval, AID should insist on im­

proved USAID monitoring of project implementation--see A.2 and C. 

below. 

(2) Revised Implementation Plan Before Project Signature 

The implementation process should provide for the joint preparation 

at the timr of, but prior to, the signing of the Project Agreement of 

a more detailed life-of-project implementation plan, with detailed 

work plans for the first year and procedures for reviewing and up­

dating the plan. At that time, the host government should be (and 

must be) willing to give priority to working out implementation 

details. There are also rules of the game that must be established, 

and this should be done prior to the signature of agreements. Fur­

thermore, agreement on the rules of the game does not guarantee that 

the rules can be followed even if there is a willingness to do so.
 

Therefore, the detailed financial and other operational procedures, 

at least for the first project with an agency or organization, should 
be worked out, and tested for feasibility before the Project Agree­

ment is signed -- not presented in the first Project Implementation 

Letter as is now the practice. 

The foregoing implies that AID/Washington will cease and desist in 

its most consistent actions--actions that probably are the greatest 

contributors to poorly implemented projects: pressuring USAIDs for 

rapid development of new projects, speedy obligation of funds and 

early initiation of disbursements. It is well recognized that an 

extremely high pipeline can provide the Congress with an excuse for 
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reducing foreign assistance appropriations. It is suggested, how­
ever, that one of the most important contributors to AID's high pipe­

line is the obligation of funds before enough of the "hows" of imple­
menting projects have been worked out collaboratively, and the fore­
going pressures are the principal cause for such premature action. 
Therefore, it is important that AID accept the utility of allowing 
missions more flexibility in the timing of the signing of Project 
Agreements and explain to Congress the rationale for the change in 

the process.
 

c. Cultural and Social Factors 

More attention needs to be given by AID planners to the interests and 
motivations of the project implementers and the factors in the cultural
 

and social environment that may discourage initiative and encourage prac­
tices in resource management that are unacceptable to AID. For example, 
in some of the environments in which AID works, society expects members
 
of an extended family to give their highest loyalty to support of that
 

family and government salary scales are extremely low. These conditions
 
often foster practices which are acceptable in the local society but
 
which would be either frowned upon or considered illegal in the U.S.
 

AID's rhetoric also calls for the intended recipients of AID projects to
 

participate in the design a-nd implementation of proposed projects, but
 
this seems to be the exception rather than the rule. Inadequate atten­

tion generally is given in Project Papers to the interests and motiva­
tions of the personnel of the implementing agency to determine whether 
they are likely to involve intended recipients in the project and, if 

not, whether such involvement is really feasible. If it is feasible and 
desirable, project designers should look for measures that could be in­
corporated in the project design to promote such involvement in a mean­
ingful way. 

To deal with the foregoing types of issues, AID might look at the appro­

val process of individual projects and also undertake some research
 
related to the general problem of dealing adequately with cultural and
 

social factors. With regard to individual projects, there is need for 
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an analysis in Project Papers of the social/cultural/political problems 
directly impacting on the feasibility of project implementation. The 
Social Soundness analysis section of Project Papers usually deals only 
with the possibility of insuring that the intended beneficiaries of the 
project will indeed benefit from the project, and the Implementation 
section deals mostly with the quantity and quality of local personnel 
available and the structure and track record of the implementing agency. 
The weakness of these sections is probably attributable to a considerable 

extent to the need for an unclassified presentation. It is suggested, 

therefore, that AID provide for a classified presentation of cultural/ 
social/political factors and any other issues that could impact seriously 
on the implementation of the project. This presentation should focus on 

local administrative practices and the institutional and personal rela­
tionships between the implementing agency and the intended recipients of 
project benefits. As a part of the foregoing, or as a supplement there­
to, an analysis should be included of the implementing organization in 

relation to the institution building model developed for AID by Milton 
Esman, et. al. (see a summary presentation of the model in Annex E). 

In terms of the broader problem, a comprehensive study of the principal 
types of social/cultural/political problems encountered in the implemen­
tation of international development projects is overdue. 1 It should 
be possible to identify the most persistent problems, evaluate the var­
ious means attempted to overcome or circumvent them and develop some 
guidelines for dealing with at least some of the problems. As a comple­
ment to the foregoing study, an effort should be made to identify any 
countries which have overcome the most serious social or cultural impedi­
ments to effective project implementation and determine the factors which 
appear to have contributed most to the changed istuation. This might 
lead to new program or training activities or to the convening of sem­
inars to discuss the findings. Collaboration in the foregoing with other 
donors/lenders would be desirable. 

]One attempt to classify and describe common problems of this type iscontained
 
in Dennis A. Rondinelli's article in Project Planning and Implementation in
 
Developing Countries: A Bibliography on Development Project Management.
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2. In Project Implementation, Monitoring and Re-Planning 

Section IV provides recomendations for improving in-progress project 
planning, project monitoring and other actions for improving project imple­
mentation. Detailed suggestions are also included in the previously cited 
Rousn report (Sections IV and V). It is suggested that it would be in the 
interest of the GRM to implement a number of those recommendations in other 
GRM development projects. In addition, it is suggested that AID incorporate 
the recommendations, as appropriate, in its Handbook chapters and training 
programs on project implementation. Furthermore, the Handbook chapter deal­
ing with Project Agreements should require that Project Agreements include: 

e those portions of the Project Paper that both parties agree are import­
ant to follow in project implementation; 

0 a requirement for joint reviews of project implementation and Joint 
approval of annual work plans and budgets; and 

* a provision that Project Implementation Letters will be the official 
project documentation and will be used specifically to formalize appro­
val of annual work plans and changes in the overall implementation plan 
or annual work plans. 
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B. Making Project Management More Effective--the People Factor
 

A number of recommendations for improving project direction and management were
 

made in Section IV above and in Section V of the previously cited Roish assess­

ment of USAID-funded technical assistance activities in Mali. The latter sec­

tion, especially, includes recommendations which have relevance for a number of
 

USAID-financed activities and probably for non-AID financed projects in Mali as
 

well. Inaddition, some of the recommendations are believed to have relevance
 

for AID projects and programs in other countries, especially in French­

speaking West Africa. It is recommended, therefore, that both the GRM and AID/
 

Washington review the two sections for general applicability. The suggestions
 

and recommendations in this section are designed to complement or elaborate
 

upon the recommendations in the two Project Management sections cited above.
 

Particular attention will be given to determining personnel needs, up-grading
 

personnel skills and seeking ways to offset personnel shortages/inadequacies. 

1. Analyzing Personnel Needs
 

Generally, the most crucial need for assuring good project management is for 

a sufficient number of appropriately experienced or trained personnel. 

Determining just how many of what types of people with how much training and 

experience is not a simple task. Project Papers do not generally deal ade­

quately with the subject. The requirements for technical personnel may be 

dealt with reasonably well, but the need for support personnel (e.g., admin­

istrative, logistical, financial, planners, trainers, etc.) isusually 

ignored or underestimated. It is suggested that GRM and AID study the im­

pact of personnel inadequacies (numbers and quality). Assuming the validity 

of the thesis that personnel inadequacies has contributed significantly to 

poor project management, AID and/or host countries could improve the chances 

of successful projects by including on project design teams a management­

oriented person with experience in personnel planning and personnel develop­

ment.
 

2. Overcoming Personnel Shortages/Inadequacies
 

Host country budgetary problems often necessitate the acceptance of less
 

than optimal project staffing. Furthermore, the level of experience and
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training often leaves much to be desired. Thus, a principal project compo­

nent frequently is the up-grading of the skills of project personnel. There 

follow some thoughts on how to make such training most effective in the pro­

ject context, plus some ideas on alternative approaches for compensating for
 

personnel inadequacies.
 

a. Orientation and Training
 

It Is very important that the project director have a full understanding 

of project objectives and of the personnel implications of the project 

implementation plan. Frequently, this can only be fully appreciated 

after exposure to a similar type project in another developing country 

or in the U.S. Sometimes someone from a budget bureau or an overall 

government personnel agency must also have full understanding of, and be 

in agreement with, project plans before it is possible to implement the 

project effectively. Often, therefore, one of the first project actions 

should be an orientation tour for the project director, and possibly 

other host country personnel. 

Financial management is an area where it seems particularly important to
 

provide orie 'Itation to host country project directors and USAID project
 

officers. It is doubtful that much value will come from the proposed
 

AID training in the Sahel in financial management if the training is
 

geared just to accountants and to assuring proper control over the use of
 

AID funds. To assure its effectiveness, such training must be preceded
 

or accompanied by an orientation for project directors which helps them
 

see how improved financial systems and reports can improve their effec­

tiveness. This orientation will need to be followed up with help in
 

financial management systems beyond just controlling the flow and use of
 

funds.
 

Often project plans call for long-term training in the U.S. for senior
 

project personnel, usually in technical areas. Mid-level training is
 

seldom proposed to any considerable extent. Thus, senior personnel
 

already in short supply are sent off for training, weakening overall
 

project management capabilities because personnel going for training will
 

generally be replaced by a less capable person or by a peer who will try
 

DEVELOPMENT ASSOCIATES, INC. 



-135­

to administer both persons' functions. Furthermore, personnel sent for 

training often do not remain with the project long after their return 

from training--if the selection was good--but move on to a more important 

Job.
 

It is suggested, therefore, that long term training abroad be done on a 

sector basis under a special training project rather than incorporated in 

an action project. Project training then would focus on short term 

courses or orientation visits abroad plus in-country training. Such in­

country training should focus on management training for project managers 

and middle-level personnel as well as skills training at all levels. 

Project personnel could still be selected for long term training abroad, 

but they should be replaced by a qualified officer, preferably one that 

had already been for training. 

USAID personnel also need additional orientation and training in manage­

ment. The new course in Project Implementation that is now being given 

periodically in the regions is very helpful and long overdue. However, 

there is also a need for exposing more senior personr*e to a number of 

management concepts so that they will at least recognize the need for 

improving management systems and have some idea of how to go about doing 

it. Thus, the Development Studies Program should include a management 

concepts component. Candidates for Director and Deputy Director who do 

not have a strong background in management concepts should be required 

to attend the Federal Executive Institute or a short management course 

prior to being assigned to their new position. AID/Washington officials 

also need greater exposure tn management concepts -- in part to do a bet­

ter Job, in part to assure sympathetic responses to USAID requests for 

improving internal USAID management as well as assisting host country 

agencies which are implementing AID-funded projects. 

.b. -Improving Productivity 

Often project designs provide for increased agricultural productivity 

through the introduction of new plant varieties, improved cultivation 

practices or new technologies and/or more advanced equipment. All too 

often, however, these innovations are not proposed for the system of
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administration of the implementing organization or for the delivery sys­

tems for the proposed new technologies. New equipment and new systems
 

introduced into such fields as organizational administration, financial 

management, logistics planning and management, etc., can increase con­

siderably the chances of implementing a complex project successfully. It
 

would require additional training, usually largely in-country, but the 

result should be improved morale and increased efficiency in the offices 

involved and enhanced overall effectiveness of the project. In general, 

increased attention should be given to the non-technical needs of 

devel opment projects. 

c. Contracting 

Most AID projects provide for AID to contract or finance contracts for 

technical assistance and for engineering and construction services. It 

is generally assumed that all other services will be provided by the host 

country implementing organization using its own personnel. Since pro­

jects usually provide for an increasing level of services to be provided 

to intended beneficiaries or intermediaries, the implication is that the 

host country organization will need to increase its staffing. This 

approach tends to foster a continuing expansion of governmental bureau­

cracies, which usually contributes to a declining level of efficiency. 

Furthermore, this approach usually means that it takes longer to imple­

ment development projects because of the necessity of developing and 

carrying out training programs, promoting new institutional structures, 

etc.
 

It is proposed that a much greater effort be made to structure develop­

ment projects to make greater use of indigenous private-sectors for pro­

viding the services that frequently, if not usually, are provided by 

government organizations. Where it is necessary to use a foreign firm, 

the firm's contract should require the firm to maximize the use of sub­

contracts with local firms so that a local capability could be built up. 

Concurrent with trying to utilize more contracting with the private sec­

tor to implement development activities, it will be necessary to provide 

training to appropriate host country personnel in contracting and con­

tract management.
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Some activities are mentioned in Section II.C. of this report which 
could be shifted from OHV to the private sector. It should be noted also 
that some countries are experimenting with having agricultural extension 
services extended by the private sector. It can be argued that greater 
use of contracting will cost host governments more, even if it saves on 
numbers of government personnel. This might not be true, however, if 
there is a sufficiently large improvement in efficiency. Furthermore, it 
may be easier to shift some of the financing burden from the government 
to the recipients of the services when the distribution of the services 
is in the hands of the private sector. 

d. Use of Technical Assistance 

It was suggested in Sections III. H. and IV.A.3. that better use could
 

have been made of the technical assistance contractor in meeting the 
objectives of the project. The previously cited Roush study found prob­
lems in contract management in a number of other USAID-financed projects. 
It is suggested that an appropriate agency of the GRM (perhaps the Mini­
stry of Plan) undertake or arrange for a review of a number of foreign 
assistance projects i nvol vi ng technical assistance to detemine what el e­
ments seem to be the most important in a successful technical assistance
 

project in Mali -- e.g., type of contractual arrangement, relationship 

of contractor's team with host country organization and personnel, mini­
mum language requirements, length of stay of technical assistance 

experts, amount of orientation and training given to foreign and Malian 
personnel about each other and about the obj.ctives and planned implemen­
tation mode of the project, etc. Based on tie results of the study, the 
GRM could issue general guidance to its agencies on the contracting for,
 

and management of foreign-financed technical assistance.
 

GRM agencies are urged to review Section V.B. (Contract Management) of 

the Roush report, including particularly sub-section 5. on Host Country 
Contracting. It seems quite likely that the GRM review suggested in the 

previous paragraph would conclude that host country contracting is unnec­
essarily burdening GRM project directors with administrative problems and 
limiting the time available to them to devote to policy matters, planning 
and implementation supervision. Even if host country contracts should 
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be deemed desirable, implementation of a number of the recommendations 
included in Sections III.D. and V.B. of the Roush report should improve 
communications and contract management and should result in better 
results from the contracted technical assistance. 

AID should insist that USAIDs review host country contracting capability 
before recommending host country contracts. Furthermore, USAIDs should 
be reminded that use of host country contracting does not reduce the 
USAID's responsibility for assuring that proper contracting procedures 
are followed and that project Implementation is both efficient and effec­

tive; i.e., that AID funds are properly used. 
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C. Being Realistic About "Doing More With Less" 

In Mali, and apparently elsewhere in the Sahel, AID has been trying to do more 
with less for a number of years, and the results are coming home to roost. 
There is now a mad scramble to initiate financial training programs as a means 
of ameliorating one of the most glaring and consistent problems raised in pro­
ject evaluations and other assessments. There is a real danger that senior AID 
management will conclude that some financial management training for selected 
host country nationa;s and more Project Implementation courses in the field 
will largely solve the problems raised. While both of these training courses 
are badly needed,it is high time that AID administrators, Pmbassadors, Direc­
tors of Budget and the Congress stop kidding themselves that efficient and 
effective aid programs can be run without people -- qualified people. Saving 
on staffing needs is possible, however, with some changes in personnel policies 
and changes in the way the Agency does its business. The first part of this
 
section will deal with personnel policies and practices and the second part
 
with some more fundamental issues (but still within the general framework of 
current AID programs and program administration).
 

1. Aid Personnel Policies and Practices and USAID Staffing
 

It has usually baffled field people just how AID/W decides on the size of a
 
USAID, and how it decides when and how much to change the level of staffing.
 

Itappears that far too much attention is paid to the dollar amounts of pro­
grams than to the content of the program or the actual workload at post.
 
Dollar values of programs and projects frequently have little relevance to
 

workload. Furthermore, a new mission or a mission that is expanding its 
portfolio significantly needs an early influx of people during the project 
preparation and initiation stage, not after all of the funds have been obli­
gated. Thus, adequate staffing levels generally tend to lag behind when a
 
program is expanding, as was the case inMall. This in turn caused those 
at post to be badly over-worked, resulting in a poorer quality of perform­
ance and frequently poor morale. This in turn creates problems in recruit­
ing personnel for the post. 

The number of projects in a.mission Is more meaningful in,detenmining staff­

ing needs than the value of a country program or of individual projects, but 
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it also has its drawbacks. First, which projects are you going to count? 
The usual tendency seems to be to look only at USAID-funded dollar projects 
and to ignore regional and AID/W-funded projects located in the country, 
local currency projects (from counterpart funds or P.L. 480 proceeds), 
Title IIprograms, etc. Secondly, many projects such as Haute Vallee, have
 
a number of components, a number of which would be a separate project in 
another mission. Thirdly, one needs to include not only on-going projects,
 
but those in the development stage -- frequently, the latter are the more 
time-consuming. 

Another factor that impacts heavily on staffing needs is the local environ­
ment in which the USAID personnel must operate. Where logistical support is 
poor, climatic conditions are rough, qualified local nationals are difficult 
to find and hire, and host country project officers are poorly trained and/ 
or have little management or technical experience, the USAID staffing should 
be relatively stronger -- in numbers and in experience. In addition, if the 
USAID program is largely located in the interior of the country, and it is 
relatively inaccessible..staffing requirements are likely to be greater. 

Actual availability for work also needs to be factored into the calculation 
of staffing needs. For example, many hardship posts authorize R&R. There 
are also annual leave, sick leave (which may be greater in hardship posts), 
home leave, and training assignments. Allowance never seems to be made for 
training subordinates or interns (IDIs). Rather, interns are counted as 
staff (under MODE rules), which is unfair to the USAID, the intern and the 
AID foreign service. 

Finally, the level of experience and training of those assigned to a mission 
affects the numbers required. Inthe case of Mali, most of the project man­
agers were interns or had just finished their internship and their supervi­
sors generally were relatively inexperienced in AID and without management
 
and supervisory experience or training. Fewer, more qualified -personnel 
could have done a better job. 

As indicated above, it-is especially important to have extra personnel on 
board during the buildup of a' program or during the project'development and 
project initiation stages. Thus, AID/Washington should assure that it can 
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provide USAIDs with quick and easy access to short term help for this pur­
pose where field staffing is inadequate. Project budgets could have a line 
item for project start up costs which USAIDs could be authorized to obligate 
prior to the signature of the project agreement. AID/Washington could 
assure that one or more Indefinite Quantity Contractors would have the 
needed support capability to help launch the project efficiently. Particu­
lar areas of need are likely to be guidance, and possibly training, in 
financial management systems, procurement and logistics planning, manage­
ment information systems (including networking), project management theory 
and practice. 

Efficient and effective project Implementation depends not only upon AID
 
experience, but especially on experience in-country. Thus, it is very
 
important to keep good performers for a longer period at posts. AID should
 
be more diligent In insisting upon a minimum three-year assignment or back 
to back two-year tours at each post for most personnel. In addition, the 
policy of a two-tour maximum at post should be discarded. Instead of a mis­
sion having to justify why it wants to keep someone for a third tour, the 
reverse should be the case for middle and upper level personnel -- the USAID 
and the Individual should have to Justify transferring out before six years 
at post. This should save on operating costs as well as improve efficiency 
and program effectiveness. 

2. Some Ideas for Alleviating Staffing Problems 

Some ideas flow from the foregoing discussion; i.e., reduce the number of 
regional and centrally-funded projects or contract for their administration; 
expand and improve the training of AID personnel and their counterparts 
responsible for project implementation; do a more realistic job of estimat­
ing staffing requirements. Other ideas include: 

a. Fund projects in full. The annual funding of projects increases work­
loads because of additional paperwork and because funds frequently are 
not available when needed. Thus, efficient planning is not possible.
 
This issue should be taken to the Office of Management and Budget and the 
Congress and authorization sought to carry this out as a one-time shot
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or 	over a three year period. The funds needed should be shown 
separately and not be used for any other purpose. 

b. 	 Develop local organizations to provide project implementation support. 
This could be handled as a separate project or financed from individual 
projects. The organization would give management training, but also pro­
vide consulting services to its graduates to facilitate their putting 
into place what they had learned. The organization could support USAID 
as 	well as host country project implementing agencies. Intime, it might
 
well be self-supporting through work for other donors, government agen­
cies, local private sector, etc. 

c.
Perform reviews of USAID internal management. Two types of review teams
 
are needed, although the same individuals could perform both functions. 
Inone case, AID/Washington could request a review of the internal man­
agement of a USAID, either because it felt that improvement was needed or 
as part of a regular, periodic inspection system. Secondly, it should be 
possible (and encouraged) for a USAID Director to ask for assistance in 
dealing with internal management problems or concerns without any report 
being produced to be circulated inWashington. Psychologically, such a 
review system will work effectively with positive results only if its 
mandate is to "help" mission management with its problems, not assess
 
its performance in the audit sense. 

d. 	Make greater use of host country personnel in staffing the USAID. This 
implies giving local nationals more responsibility and better access to 
training opportunities in accordance with AID Handbook Circular - HB31 
transmitted by Administrator's Memorandum of September 17, 1981. 

e. 	 Re-organize USAID to increase the focus on project implementation and 
improved management. Often USAIDs end up with more U.S. personnel 
assigned to overall management, control, programming and general mission 
support than to the implementation of the mission's program. In addi­
tion, the traditional pyramid form of organization is not. necessarily the 
most efficient. Technical personnel often waste much of their time on 
administrative matters in which they have neither an interest nor a bent. 
Until project officers are considerably up-graded, they will need the.
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support of other personnel in financial management, networking, planning, 

etc. Mission organization should conform to the needs of a specific pro­

gram with given personnel, not to some pre-conceived management theory. 

AID/Washington should not arbitrarily rule out the possibility of combin­

ing the Management or Executive Offices with the Controller's Office or
 

of letting a local national occupy those positions.
 

f. Involve the U.S. private sector (profit and non-profit) or other U.S. 

government agencies more in program planning and administration. AID 

already provides a large grant to an umbrella private voluntary organiza­

tion (PVO) which inturn distributes grants to member PVOs. Considera­

tion should be given to using this concept for a country program, partic­

ularly in countries where major U.S. support to the development effort is 

not planned. A larger PVO might plan a program with the host government, 

perhaps in conjunction with other PVOs, and get full funding from AID. 

USAID staffing should be no more than one person and itmight be possible 

for monitoring to be handled from a regional office, supplemented by
 

periodic evaluations. 

Consideration could also be given to AID participation in the financing
 

of development activities that might be partially funded and fully man­

aged by a U.S. business firm.
 

.'If a small program were concentrated in one technical field; e.g., agri­

culture, it would be feasible to let a USDA team fully plan and manage a
 

country program (one or more projects).
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D. Structuring Future Evaluations
 

As indicated in Section I.E, the preparation of this report was delayed. While
 

some of the problems that contributed to this delay could not have been fore­

seen, the impact of these problems would have beei considerably less if the
 

evaluation had been structured differently. A number of suggestions have been
 

made to the USAID Evaluation Officer which it is hoped will help make future
 

evaluations both more efficient and effective. Some of the suggestions and
 

some comments are set forth below in the hope that they might be helpful to
 

others planning evaluations.
 

I. Size and Composition of Evaluation Team
 

A 13-person team is very unwieldy, especially when two or three nationali­

ties are included and the team members are drawn from a number of organiza­

tions (five in this case). The task is further complicated if not all mem­

bers can work in both French and English and rapid translation of documents
 

is not available.
 

Suggestions
 

a) 	Hold expatriate team size to five, preferably three. If highly technical
 

inputs are needed, have the experts do their studies beforehand and leave
 

written reports for the team.
 

b) 	Draw the expatriate team from one organization if at all possible. Then, 

there is one organization that has clear responsibility to provide a 

report on time. 

c) 	Provide funding to the leader of the evaluation team for contracting with
 

a local organization or government agency for host country inputs to the
 

evaluation, or have a firm agreement with the appropriate agency so that
 

the evaluation team leader will know exactly what local personnel will be
 

avail able.
 

d) 	Designate one, individual as team leader and ensure that all other members 

of the team accept the designation. 
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2. Scope of Work for the Evaluation
 

An overly detailed scope of work can lead to excessive work in relation to 

the results achieved. An Evaluator may feel that it is necessary to cover 

every item mentioned in the scope, even though some items have marginal 

significance in terms of the overall findings of the evaluation. Further­
more, requiring individual working papers from each evaluator or group of 
evaluatorz magnifies the workload considerably, particularly if an attempt 
is made to "ietall team members comment on the paper and the logistical sup­
port for typing, translation and reproduction is weak. Given the variation 
in background, experience and training of potential evaluators, specifying 
the exact composition of the evaluation team by job title can lead to the 
fielding of a larger team than really required. 

Suggestions
 

a) 	Scopes of work should set forth clearly the scope of the project, includ­
ing the activities to be reviewed, the principal purpose of the evalua­
tion and the resources that will be made available to the evaluation 

team. Then, those proposing teams should b able to determine needs and 
put forth their recommendations for the size and composition of the team 

needed.
 

b) Generally, working papers should not be required of team members. The 
team leader may wish individuals to produce draft sections of the evalua­
tion report, but this would entail minimal logistical problems. Further­
more, the team should have the option of formulating their findings and 

recommendations and making oral presentations to the interested parties 
before putting anything in writing for circulation. 

3. 	Advance Preparation 

Advance preparation for an evaluation has many facets. One facet is advance 
logistical preparations to maximum the efficient use of the time of the 
evaluation team. Another facet is the arranging of field surveys or short 
studies by technical experts so that all the basic data needed for the eval­

uation will be available. Also important is arranging the scheduling so 
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that people with whom the evaluation team will need to talk will be avail­
able. Another aspect of scheduling is to ensure that the necessary USAID 
and host country personnel will be around at the end of the evaluation to 
interact with the evaluation team in the latter's initial presentation of 
their findings and recommendations and then be ready to take quick action on 
the final report -- or quick decisions not to act. 

Suggestions 

a) That all of the foregoing aspects of advance preparation.be considered in:_ 

the scheduling of evaluations. 

b) That the leader of the evaluation team be given full information about 
the foregoing factors at the time a proposal is being prepared, even if 
some factors are not positive. The team leader may be able to suggest 
some slight modifications in approach to make up for the less than opti­

mal conditions. 

4. 	Joint Evaluations 

Joint AID-host country evaluations are generally desirable, even if somewhat 
more time-consuming and difficult to manage. According to the Project Grant 
Agreement, the evaluation of the Operation Haute Vallee project was to be a 

Joint evaluation, i.e., a joint USAID-GRM evaluation. However, the Malians 
had not participated in the preparation of the scope of work for the evalua­
tion or in the formulation of the more detailed procedure for carrying out 
the evaluation. There was no agreement with the host country organization 
participating in the evaluation regarding the responsibilities of the organ­
ization or its participants on the evaluation team. 

Suggestions
 

a) 	The role of the joint evaluation organization should either be spelled 
out in advance and made known to the potential providers of the expatri­
ate evaluation team, or the latter should be advised that the evaluation 
team leader will have to work out an arrangement after arrival in 
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country. In the latter circumstance, an idea should be given of any 

funding likely to be required. 

b)	Host country participants can be particularly useful in field work where
 

use of the local language often is essential for obtaining frank answers.
 

Itwould seem appropriate, therefore, to plan for their participation in
 

this way. However, at least one member of the host country group should
 

be 	available to interact with other team members regarding findings and
 

recommendations across the board.
 

c)	The schedule for the evaluation should allow time for local and expatri­

ate evaluators to discuss thoroughly all aspects of the evaluation and to 

prepare jointly a detailed work plan, tentative outline of evaluation 
report, etc. Such team-building exercises will pay off even though they 

initially appear to be very time-consuming (hence, wasteful). 
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ANNEXES..
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ANNEX A
 
SCOPE OF WORK
 

EVALUATION OF OPERATION HAUTE VALLEE PROJECT
 

A. Review of all Relevant Project Documents 

This should include, but not be limited to, the following A 

- Project Paper 

- Project Grant Agreement 

- Document of the proposed OHV Health Program 

- Louis Berger Contract and Amendments
 

- BARA baseline study
 

- Meeting reports
 

- Other reports and relevant documents
 

B. Based on a review of these documents as well as initial interviews in
 
Washington and the field, the team must prepare within the first week a list
 
of potential issues which should be examined as the evaluation proceeds.
 

C. Review of Project Setting
 

Identify and discuss major changes in the project setting which occurred
 
following the design of the project which may have had an impact on
 
implementation, i.e., in the economic, social, administrative, institutional
 
or political conditions which existed or were assumed to exist at the time of
 
the project design. You should also identify their impact on project

implementation. 

D. Assess Project Implementation Performance and Progress
 

Having examined the Project Paper and related project design documents, the
 
next task is to assess actual performance by USAID, GRM and contractor, and
 
progress made toward achievement of outputs and purpose.
 

1. Assess the level of understanding of each party, i.e., GRM, USAIDo
 
Technical Assistance Team, concerning the project's objectives, outputs,
 
linkages and implementation approach (Team).
 

2.Assess their understanding of their respective responsibi.ities and I
 
authorities (Team).
 

3. Assess the implementation performance of each In: terms of:
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a. Planning and administration (Mgmt. Info. Specialist) 

- Overall communications among GRM, contractor and USAID personnel.;
 

-	 Timely preparation and updating of high quality operational plans; 

- Timely identification and communication of implementation problems and
initiation of actions toward their resolution; 

-	 Resource management and use; 

-	 Utilization and support of contract personnel; 

-	 Data collection, analysis and reporting; and 

- Assess the rationale for and procedures followed in taking actions 
which represent a major departure from programs and approaches
outlined in the PP and Pro Ag and the likely impact (positive and
negative) of those actions. 

b. Technical (Agromonist/Ag Planner) 

* Assess the adequacy of operational plans prepared under the project
for developing, testing and implementing the technical pickage,
identifying the elements of the proposed technical package and the 
status of research on each including: (1) crops involved including
those not contemplated in the project design, (2) animal traction and
improved implements, (3) seed treatment, and (4) cultural practice
(cultivation for weeding vs use of herbicides). 

* 	Assess the quality of existing ag production program plan, focusing on 
whether the plan appropriately reflects actual technical resources
available to the 'Operation', constraints faced by farmers, farmlers' 
assessments of those constraints and their priorities for their

removal, project resource limitations, the level of integration of
research, extension and input delivery system. 

e 	Assess the adequacy of the system for carrying out applied research on
 
proposed agronomic interventions. Specifically, assess the pilot

farmer research approach, including the validity of the pilot farmer 
selection system, the adequacy with which area specificity is being

dealt with in crop research, etc. 

9 	Assess the feasibility of switching from the pilot farmer to pilot

village research and extension approach.
 

* 	Assess the probable impact of the use of animal traction on existing
farming systems, e.g., intercropping. 

* 	Assess the relevance and feasibility of the livestock feeding program. 

* 	Assess the technical feasibility and operational, plan for Bancoumana 
polder activity. 
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9 Assess the adequacy of the system for coordinating with ICRISAT and
 
SAFGRAD in carrying out research. 

# Assess the adequacy of the program for training Malian researc'hers. 

* Assess the adequacy of the OHV extension program in terms of the 
attitude of extension personnel regarding their relationship with 
farmers, the technical capacity of extension agents, actual

relationship between agents and farmers, adequacy of information flows 
to and from the farmers. 

c. 	 Financial Analysis (Financial Analyst) 

e Operations analysis 

In the context of the current financial problems facing the GRM, the 
importance of developing adequate financial planning and management

systems and achieving adequate levels of financial self-sufficiency

for all production related activities or services being provided is
evident. In this context the financial analyst will: (1) Assess the
adequacy of financial record keeping in terms of detail, accuracy,
availability of back-up documents (receipts, vouchers, etc.),

coordination with inventory control system, breakdown of source use 	of 
funds, etc.; (2)Identify areas where recurrent costs can be reduced;

and (3)Assess the prospects for generating sufficient resources to
 
cover the recurrent costs of the project. 

* Analysis of Credit Program 

Based on experience to date, assess the efficacy of the credit program,

with respect to the: 

(1) 	Adequacy of credit program's administrative staff. ne'terms of
training and experience, understanding of the objectives and 
procedures of the loan program;
 

(2) 	Adequacy *ofcoverage vs individual farmer needs-in terms of amount 
available and items covered; 

(3) 	Appropriateness of interest rates in terms of farmers' ability to 
pay, opportunity cost of capital, expected returns from
 
investments;
 

(4)Adequacy of the system for processing loans in terms of decisions
 
regarding who gets loans, for what purpose, in what timeframe and
 
through what procedure;
 

(5)Adequacy of the insurance component in reducing risks faced by

farmers; 

(6) Repayment system in terms of the timeframe for repaymetit, the 
method of repayment; and
 

(7) Adequacy of the system of procurement in terms of the role of the 
farmer in that process vs that of the 'Operation'. 
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E. Assess the Continuing Validity of the Initial Project Design
 

In the context of (1)changes in the setting (conditions outside the control
 
of the project) within which the project is to be implemented; (2)new
 
information available concerning technical and socio-economic constraints and
 
opportunities based on actual experience; and (3)the implementation

performance of the GRM, the contractor and USAID, assess the continuing

validity of the project design from the following points of view:
 

1. 	The logic arid feasibility of the conceptual framework upon which the 
project is designed in terms of: 

(a) 	 The continuing viability of project objectives as presented in the 
purpose statement, i.e., to develop the capability of OHV to assist 
farmers in the project area to inorease their productivity, production
and marketing of food crops. 

(b) The continuing validity of linkages implied at the input-to-output and 
output-to-purpose level, i.e., are inputs sufficient to achieve outputs 
and 	outputs to achieve purpose.
 

(c)The continuing validity of inputs-to-output and output-to-purpose level
 
assumptions. Identify any major assumptions left unstated and their
 
importance in terms of the feasibility of the project.
 

2. 	 The adequacy and continuing validity of project implementation arrangements
outlined in the PP giving special attention to: 

(a) 	 the adequacy of Implementation/Operations Planning (Mgmt. Info. 
Special i st) 

(b) the adequacy of project organization and administrative arrangements

(Mgmt. Info. Specialist)
 

(c)the extent to which the technical requirements of the project were
 
adequately addressed (Agronomist/Agricultural Planner)
 

d) 	the extent to which the financial planning, management and reporting

requirements of the project were adequately addressed (Financial Analyst)
 

(e) the extent to which the planning and management requirements of the
 
credit program were adequately addressed (Financial Analyst).
 

F. 	Recommendations (Team)
 

Sunnarize recommendations for imoroving the viability of the project. These
 
recommendations should include but not aecessarily be limited to the following: 

1. 	Modifications in project design, including the logical framework. 

2. Modifications in project planning/management procedures, responsibilities,
 
inputs, and in management information flows. 
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3. Modifications of technical approach/package, including research, elements
 
of technical package, extension, input delivery, etc.
 

4. Modification of economic or financial elements, including financial
 
management, accounting and reporting, price and price policy, and credit
 
policy, administration and procedures.
 

G. Unplanned Effects (Team)
 

Identify any unexpected results or impacts such as changes in social
 
structure, environment, health, technical or economic situation. 
 Do these
 appear to be advantageous or not? Do they require a change in project design

and/or execution?
 

H. Lessons Learned (Team)
 

Give advice or recommendations concerning the design and/or implementation of
 
a similar project in the future.
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Annex B
 
DISCUSSION PAPER: AGRONOMIC ACTIVITIES
 

P. Serafini, ICRISAT 

A. Possible Technological Interventions
 

Introduction
 

The effort to take technologies to the farmer should be viewed on two levels. 
Inthe first instance, there are certain techniques/strategies which are 
relatively certain to have the desired effect on yield. How they will fit 
into the farmer's socio-economic context is less certain. These technologies/
strategies should be extended directly to farmers, and their impact measured 
with the pilot farmers. Credit should be extended to all those willing to
 
follow the OHV guidelines. No effort should be made to stimulate adoption,

except with pilot farmers, until the economic impact of the techniques has
 
been measured on the pilot farms. 

Inthe second instance, there are a number of input-strategy options which
 
have not yet been sufficiently studied at the farm level to justify their 
i,,vnediate extension. These should be tried with the pilot farmers using an 
uncomplicated small plot experimental format (SAFGRAD type) with a high degree
of supervision and control. Their technical validity, or lack thereof, should 
be clear in a relatively short period of time--one or two years--and those 
which are viable should be passed into the pilot farmer system to ascertain 
their economic impact.
 

With the exception of new AT equipment of marginal effectiveness, little new
 
has been passed to the pilot farmers to date. There appear to be some likely
techniques and strategies which can be tried through the pilot farmer system. 

Rice 

Irrigated rice, of the type practiced at the Bancoumana and Farabana polders,
is the basis of rice production in the OHV. It is characterized by direct 
seeded rice with natural or partially controlled flood irrigation. 

The situation with this crop is problematic. Weeds, especially wild rice 
(Oryza perennia), are very troublesome. Land leveling is mostly inadequate
and expensive. Nevertheless, there are some agronomic techniques which are 
directly applicable and should have considerable effect. The easiest area to 
address would be seed quality and quantity. Closely supervised multiplication
of foundation seed should be carried out with farmers who should be well paid

for their efforts. Fungicide seed treatment, which is especially important
for blast and leaf spot control, should be done before the seed is sold to 
farmers. The effect of high quality treated seed should be considerable, even 
with traditional cultivars grown at relatively low fertility. 

Inasmuch as mechanical weeding is impossible with direct sown rice, one of the 
several relatively effective herbicides on the market should be used with 
pilot farmers. 
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Animal traction seeding and weeding are widely used elsewhere in Mali and 
should be tried with pilot farmers. Herbicides should enhance the 
effectiveness of these AT techniques. These techniques will not control wild 
rice. Control will be discussed in the "future research" section below. 

Che-dical fertilizers should be used to increase fertility moderately with the
 
cultivars currently in use. To avoid stimulating weed growth, this should 
always be linked to some kind of herbicide program.
 

Emphasis should be placed on convincing farmers of the importance of timely
cultural operations. The disastrously negative effects of late seeding and 
weeding is well documented inMali. 

Maize (corn)
 

.Corn is a crop where the technologies and strategies necessary for high level
 
productivity are well at hand. SAFGRAD has contrasted a hybrid (IRAT-81) with
 
the selected local cultivar (Tiemantie) for two years in farmer yield tests.
 
The hybrid clearly outperformed the local last year and appears to be
 
performing similarly this year. There are also a number of synthetics and 
composites as well as hybrids from CYMMIT & IITA which are being tested by the
 
National Research program which appears clearly superior to the local
 
varieties, especially at high input levels. Thus, improved genetic material
 
need not be a limiting factor.
 

Once again, AT mechanized seeding and weeding should have a positive effect on
 
surface cultivated (area cropped) and yield. This should be enhanced with the 
use of herbicides, a number of which have been tested and used--especially in
 
the CMDT zone. With the use of herbicides and appropriate AT equipment, high

levels of fertility even with the local variety are appropriate. Even with 
the local cultivars, application rates between 100 and 200 kgs, depending on 
soil type, crop history, seeding density, etc. should result in yields in the 
three to five-ton range. With improved phenotypes, eight tons is not 
unrealistic. (SAFGRRAD had 1/3 ha test plot yields of eight tons in 1980 with 
IRAT-81 in the OH.) 

Cotton 

Because of the rich experience and ongoing research and extension efforts of 
the CMDT, there is a rather coherent and effective "technological package" for 
cotton.
 

There are a number of farmer-tested varieties capable of yielding two to three 
tons of lint. The newest B163 is being tested and extended in the OHV. Ciba
 
Geigy is marketing a very effective herbicide "Cotodon" which is gaining wide 
acceptance in the CMDT zone and is being tested in the OHV. It is 
particularly effective against sedges and grasses. Digitaria species, which 
is the nemesis of farmers in the West Africa wet/dry zone, is well controlled 
with the product. Mechanical seeding and weeding with animal traction
 
equipment is already an important part of the extension effort and should have
 
a positive effect on surface cultivated and have a complementary effect to the
 
herbicide effect. De-limited seed and fungicide/insecticide seed treatment,
 
should be easy for the OHV to provide, and will probably have a positive

Impact. InsEcticides are an important part of the existing program and
 
synthetic pyrethroids have been tested and have shown their effectivensss.
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There are recommended fertilizer rates which are in force and have a well
 
developed track record in the CMDT and OHV area. 
Timely ground work (soil

preparation), seeding, and other cultural operations are, of course, essential
 
to a farmer's success. Farmers have been growing "hi-tech" cotton in the OHV 
project zone for a number of years.
 

Cattle Feeding
 

The importance of livestock enterprise to profitable farming systems is well 
known. The important role itcan play incapital accumulation, especially in
Mali, should not be underestimated. The fact that the AT component is

probably not viable without a certain sophistication in the husbandry system
should also be taken into account. 

This activity must be based on agro-industrial by-product concentrate
 
feeding. Adequate supplies of cotton process byproducts, seed and cake, as
well as peanut cake, are available to the OHV organization. The viability of
this approach has been adequately demonstrated inMali by the Mali Livestock

I, Embouche Paysanne program as well as the CMDT. Salt mineral blocks are a 
necessary adjunct to the concentrate feeding program. Fattening animals
(slaughter animals), lactating cows and calves, and traction animals are the
 
logical recipients of this feed.
 

Improved forage production is possible and desirable. More aggressive
cutting, drying, and storage strategies for local grasses (especially
anthropogone guyanas) need to be tried at the farmer level. 

ICRISAT has shown that cowpea intercrop densities can be increased over five 
times local practice to about 20,000 plants/ha without reducing the main
cereal crop (sorghum/millet) yields and give forage yields of three to four
times the local practice yields. Peanut hay is also a logical forage source
which needs to be aggressively preserved on the farm and used by the farmer. 
(The Bamako market competes with on-farm enterprises for legume hay.)
 

There are a number of health measures which may be taken to the farmers. 
Research by the TAMU team at CVL showed highly significant weight differences
 
for animals treated with the tripanosomiasis prophylaxies treatment

Tripimidium. This product should be systematically used for fattening

traction and lactating animals. There are good internal and external parasite
control products on the market, and these should be systematically used on all
 
animal s. 

Pigeon Peas
 

Inthe first project year, ICRISAT provided 200 kgs of the widely adapted

pigeon pea variety ICPI to the OHV. This seed was distributed to pilot

farmers, many of whom had very positive experiences with the crop, obtaining
yields of seed in the 1-2 tons range with no fertilizer or phytosanitary
treatments. The crop seems to be spreading to other farmers and villages.There were more requests for seed to the OHV than they could satisfy with
their multiplications at Samanko last year. 

The present problem is at the consumer level. It is a new crop and complaints 
or questions about how to prepare the beans have been common. 
Training in the

simple preparation steps has been arranged with ICRISAT/LBII/OHV staff. 

DEVELOPMENT ASSOCIATES, INC. 
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B. Applied Research - Future Directions 

Linkages 

Strong linkages are needed between the OHV, LBI! and the agricultJral ',researchbranch of the Ministry of Agriculture: the Rural Economy Institute/Divisionof Agronomy Research so that OHV will be able to benefit adequately from theconsiderable expertise and experience available in the SRCVO (Food and OilCrops Research Section) of which SAFGRAD and ICRISAT are a part, the SRCFJ(Cotton and Jute Research Section), and the DMA (Division of Agriculture and
 
Mechanization).
 

Appropriate Applied Research Activities*
 

Cotton - All applied research and field testing should be carried out with 
the SRCFJ. 

A. Varietal testing (screening)
 
B. Herbicides
 

Rice 

A. Representative soil type locations should'be identified (SRcVO)
B. Varietal testing (SRCVO)
C. Herbicides (SRCVO)
D. Mechanization - AT (Machinism Agricole), 

1. Seeders
 
2. Weeders
 
.3. Leveling/earth moving equipment

4. Threshing
 

E. Mechanization tractor (Mechinism Agricole)
 
1. Economics
 
2. Land leveling and irrigation system maintenanceI
 
3. Other equipment


F. Rotations (SRCVO)
 
1. Fallow
 
2. Vegetable crops

3. Corn/cotton with herbicide for perimeter wil'd rice
 

where drainage is adequate.

G. Soil additives (SRCVO)
 

1. Tilemsi rock phosphate

2. Lime

H. Perennial wild rice control (WARDA)
1. Repeated deep plowing at the end of the season2. Corn/cotton plus herbicide (see rotations - 3)3. Contact herbicides and others 

*This outline list should be regarded as suggestive and not definitive. 
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Corn/Sorghum/Millet 

A. Varietal screening (SRCVO)
B, Herbicides (SRCVO)
C. AT equipment (Machinisme Agricole)
D. High Production fertilizers and density question (SRCVO)E. Farm level storage (Machinisme Agricole)F. Intercropping with cow peas or pigeon peas or corn or

sorghum or millet. 

Other Species
 

A. Pigeon Peas (SRCVO) 
I. Preparation for local foods.­
2. Varietal screening
3. Agronomy, especially density.cnd planting date. 

B. Cassava (IITA)
 
1. Varietal screening
2. Fertil ity
3. Intercropping 

C. Tubers 
1. Sweet potatoes varietal1(IITA and others)


D. Sesame
 
1. Varietal 
2. Planting dates

E. Vegetable Crops - irrigation gravitational
I. Traditional crops

F. Forage Crops 
1. Species
 

a. Stylo
 
b. Leucena
 
c. Local legumes and grasses

2. Tilemsi phosphate
3. Hay making technologies and strategies..
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D. Social 
1. 	 The Social Feasibility of the Technical Packaae 

The technical package was assumed to be a good one that the 
farmers would accept.
 

We must, consequently, look at tle various aspects of the tech­
nical package and examine them from the perspective of farmers' 
acceptance or rejection. The technical package can be laid out 
as 	follows:
 
- Water control by the dikes and gates 
- fish control by the screens 

- selected, improved seed
 

- fertilizers
 

- fungicides
 

- transplanting
 

- change of agricultural calendar 
- extension advice to farmers to help effect change via more pro­

ductive techniques. 

However, before discussing the technical recommendations as they
might be accepted by farmers, we should take a bief look at the 
concerns of the farmers. The strategies he adopts may then be 
better understood. Some important concerns are: 
- having access to enough.labor I-through family ties, alliances,

village cooperative work groups, or financial or commodity re­
sources to enqage hired labor-- to keep dikes repaired, prepare
fields, plant, maintain, and harvest; 

- having enough land to plant; being able to spread the crop risk 
over several plots of different soil types and elevations; 

- having enough seed to plant; different varieties .for different 
locations and soils, with different flowering times and maturati 

- timing the broadcasting with the onset of the rains in advance 
of the fob6d; 

- hoping the rains will be sufficient to sustain the plantsuntil
the arrival of the flood and its rise into all areas of the 
perimeter; 

- having additio~ial sedd to sow if the plants die from lack of 
moisture; 

- slowing the rise of the flood in the perimeters by the water cor 
trol devices -- dikes and dike openings; 

- hoping the dikes will hold; 
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- keeping predatory fish out of the rice field, or at least 
minimizing their destruction of the rice by such means as
 
poison; 

- harvesting the rice before the birds arrive in large numbers 
when it becomes impossible to control their destruction; 

- harvesting before it becomes too cold to be co;istantly working 
in water;
 

- harvesting over a spread of time so that labor resources-can,2.. be 
allocated over:time; 

- harvesting before it is time to plant the sorghum fields.-"' 

a. Water Control By Dikes and Gates 
First, itmust be pointed out that the dikes and gates did .not 
assure complete water control but simply the entry, and, to 
some extent, the retreat of the flood. The farmers view the dike, 
as technically beneficial because they help assure*that*their 
plants will not be inundated and asphyxiated by fast-rising 
water. In addition, because the dikes are insubmersible and 
-compacted, farmers feel reasonably sure that they will notbe 
breached as is often the case with their hand-built, non-compactel
submersible dikes. The dikes and water control gates* assure 
that the flood can be control 1'ed-but they do not assure that the 
flood will arrive and be sufficient to reaE a-IT areas within the 
diked perireter. 

b. 	 F4sh Control By Screens 
The fish grilTs keepTlarge fish out of the perimeters but permit
smaller fish to enter. These grow in size within the diked area 
and are damaging to the rice crop. However, reducing the size 
of the mesh of the grills has heloed cut -down on the damage. 

c.Selected, Improved Seeds 
The selected, improved seed sought from other areas of the 
country lias not yet been shown to be better than local varieties, 
which have been adapted over many years by farmers who have 
ascertained that they suit local conditions and enhance farmers' 
risk minimization strategies. 

The local agricultural calendar differs from that recommended 
in the PP. The farmer seeks to plant at the start of the rains 
for perhaps four r6asons: he exploits part of the rainy season 
prior to the arrival of. the flood; he hopes that the plant will 
be sufficiently vigorous and developed to grow faster than te 
rising flood; he hopes they will be vigorous'enough to 'withstand 
inundation should a gate fail or a dike be breached, at least 
until repairs can be made. (In this regard, it is said well­
developed plants can stand 2-a days of inundation); -and fourthly, 
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he hopes that the stems v.'ill be vigorous enough to withstand 
the rice-eating fish.
 

It is said that the plants need 35-45 days to reach this stage
 
of development, The farmer's problem during this period is
 
rainfall. It must come in sufficient quantityto nuture the
 
plants. If it does not, he must replant. To replant he must 
have additional seed.
 

In his choice of seed, the farmer will plant late-maturing 
varietie-- in the lowest fields and also seed more densely be­
cause these places will be attacked by the fish earliest. He
 
may likely sow some earlier varieties so that he can harvest
 
some rice for immediate family consumption befure the late
 
varieties are mature. In addition, he will plant a different
 
variety on the higher plots, if any, at his disposal. Some­
times he might even mix seed varieties with .ifferent water
 

,requirements on the same plant,, thus again r-ducing the risk 
of total crop 2,ss. The' latter techniques would, of course, bE 
anathema to the rice agronomist, particularly ifthe is trying tc 
measure varietal yield and performance. 

Elsewhere, what has been called the "patchwork quilt pattern" 
of exploitation of small, widely-scattered plots at various ­
levels on the river plains has been mentioned. It was stated, 
in a brief discussion about land tenure, that this nas resultec 
from decades, if not centuries, of tie distribution of use rigt 
and inheritance customs. Yet, it ii necessary to recognize 
the cultivation of non-contiguous parcels of land as simply 
one other aspect of the farmer ' risks minimization strategy.
 
Moreover- the distribution of rights for the exploitation of
 
non-contiguous plots may be evidence as well of a certain, how­
ever limited, egalitarianism in the society, for the practice 
helps to ensure that in years of moderate rainfall and flood, 
most people, if not everyone, have access to land on which the 
can hope to harvest something -- not all the plots should fail. 

One must emphasize that the farmer knows what he is doing. 
Doubtless, most farmers can identify several varieties by-the 
appearance of the seed. In this regard, we might note an earl, 
study of traditicnal rice farming methods in the delta. The 
author stated that same farmers had been able to identify as 
many as 41_different local varieties by mere eyesight alone, 
something rany botanists could not do. We would thus have to 
take issue with personnel at ARSG who believe that farmers are 
not sufficiently instructed to be able to differentiate betweei 
varieites. On the contrary, we would conclude that local farmi 
could teach ARSG extension workers more about rice cultivation 
under conditions they face than the L. tension workers can teac 
the farmers. The argument presented by ARSG personnel against 
local, village management of seed granaries does not hold up.* 
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In 	fact, it is the ARSG opposition to village seed granaries

that puts the agency in such a bad light as far as farmers 
are concerned.
 

Earlier in this report it was mentioned that the harvest must

be 	concluded before the weather gets too cold, before the birds 
arrive in great numbers, and before the planting of sorghum
must be accomplished. At the same time, however, the harvest 
must be somewhat spread out because it 	 is all done by hand and 
labor is necessarily spread thin. If the rice matures and goes
unharvested, the rachis becomes brittle and the seed scatters. 
F,rther, no mlatter- how insufficient the raiiffall and flood, if 
the plant services,_ (assurning the species is Oryza glaberrima,
the most traditionally cultivated floating species) its photo­
periodicity means that it will flower, however much time has
passed since germination, during those few days of specific dur­
ation of sunlight. Thus, the farmer must plant diTferent 
varieties to spread out the harvest sufficiently to allow the 
limited labor at his disposal to get the harvest in. Then, of 
course, the rice must be transported, dried, threshed, and per­
haps. winnowed. The granaries must be stocked and next season!s 
seed set aside. The better part of all this must be accomplished

before the farmer puts in his sorghum crop. That the farmer
 
would change his agricultural calendar-to adopt the growing

methods set forth in the project design is not likely and, indeed,

would be an irrational act. 

d. 	Fertilizer
 
It is clear that Or glaberrima does not significantly increase 
in.yield.with the app ication of chemical fertilizer. For 
Oryza sativa, fertilizer packages can improve yield but probably
not. more than 20% of seed planted in the ARSG area is of this­
species. And, as stated earlier, the varieties imported from
elsewhere in Mali, even if they are received when needed, have 
not proved themselves in Gao. 

e. 	 Transplanting
At. the same time, we would hardly expect farmers to..nurse and 
transplant rice seedlings on all their plots, given their vary­
ing soil conditions and levels, and the labor effort and time 
necessary to do this. This is simply not the most practical
thing to do, since. it won't significantly increase yields. We 
cannot, therefore, be surprised by farmers' reluctance to do so.
Were the perimeters enclosed by the dikes completely leveled,
the methods suggested by the Project Design Team might'be useful 
for farmers to try, but we can safely surmise that under pres­
ent conditions they simply will not be adopted. Had the project
designers been more steeped in local agricultural methods and 
farmers' strategies and reason for pursuing them, the design 
could have been more realistic. 
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f. 	 Funqicides 
Farmers do readily perceive the utility of fungicides and want 
them, but as Brahima Camara's report indicates, the fungicide 
available does not combat the disease most ravaging. Resistance 
to efficacious fungicides will not be seen, but we can expect 
sales of.-. thioral to decrease since farmersmay determine 

that it is not economically beneficial to use it. 

One point might be raised hare about weeding. Farmers 'do-weed 
their fields, probably as much as they deem necessary in vie i 
of the total risk involved in getting a crop harvested.'.',he 
wild rice, OEM perennia, is contidgied a particularly-bother­
some weed by agronomists, but because it can sometimes be-bar­
vested and eaten when all other variEiies fail, farmers may be 
reluctant to clear it completely from their fields. 

Considering what the farmer must contend with, in particular his 
experience over the recent drought years when no crops were 
harvested, the uncertainty of rainfall in general, the lay of 
the land, and so on, we would conclude that the technical pack­
age rEz-nmmended in the project paper was inappropriate .for con­
ditions as they existed. The farmer will follow the techniques 
he knows best, those that in his experience provide,the best--­
assurance of harvesting something -- again, those that minimize 
risks. Further, he will allocate time, labor, and any financial 
resources cognizant of various risks. The p 'iority goal of the 
project should have been to help the farmer assure himself of 
harvest. It should have attempted, initially at least, to en­
hance his methods rather than change then, for only after he 
is reasonably assured of a crop over, several seasons and has thu 
built up a security stock of both seed and food grain for con­
sumption will he be amenable to try scmething new and accept the 
additional risk he perceives to be inherent in trying methods 
with which he has not yet had successful and satisfying exper­
ience.
 

2. 	Dike Construction
 

Because of the amount of funding provided under the grant agreement 
it was ascertained that.the entire areas of flood plains whith 
might have been enclosed by insubLrersible dikes could not be. As 
a result the dikes were corstructed, essentially following the con­
tours of high ground at the interior of the plains of Gargouna and 
Tacharane, thus protecting a precisely-defined rice-growing area 
and some hectarage upon which recession sorghum is grown as the 
flood recedes. Much good, cultivable land lies outside the dikes, 
i.e., toward the major bed of the river. Some of this is enclosed 
by farmers' hand-built dikes. Needless to say, farmers were ard 
are unhappy about this. They would have preferred the insubmersibl 
dikes enclose all possible areas of cultivation at Tacharone and 
Gargouna. Nonetheless, they understand the cost constraint invol­
ved and are perhaps less angry about the dikes' location per se 
than they are about the fact that they were never consulted in the 
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design and planning process. In some places where the dike
 
construction took place, a sorghum crop had been planted be­
fore construction got started. There crops were destroyed by
 
the construction. Farmers believe that they could have been
 
notified of the timing of the construction. Had this been done
 
and the construction sites indicated, no sorghum would have been
 
planted there. There are, too, those farmers who found the new
 
dikes being built on their farm plots and who therefore lost"
 
some of the area they had been accustomed to farming. 

People who farm the perimeters at Tacharane and Gargoune admit
 
that some unforeseen benefits have been provided by the new 4n­
submersible dikes. Most important among these is the security
 
the dikes bring. At Tacharane in particular it was stated that 
farmers' dikes were breached in past years. This year for the 
first time in their memory this has not occurred. They attribute 
this to the insubmersible dikes which diminished labor require-­
ments to the extent that all repair effort can now be concentrated 
on the hand-built, submersible dikes. Accordingly, those got 
the attention needed and were reconstructed well enough to com­
pletely survive the flood. ConcomitantlyJ.abor effort during 
the growing season that had been* heretofore.._-jdirected at the 
repair of breached dikes-was now concentrated on-ield-maintenance 
after planting. In the past when dikes were breached, labor -­
family and other-- was mustered imediately and worked round the 
clock to repair the breach and prevent plants from drowning.
 
Breaching prior to this year was frequent. Farmers appreciatively 
note that now they --wives included-- get more more and regular
 
sleep and their energies can be expended on the crop rather than 
the dikes. The insubmersible dikes, even though they are not as 
extensive as the farmers would like, are all in all highly praised
 
by the people they serve.
 

3. Consulting the Beneficiaries: The Cooperative Movement versus
 

Action Riz Sorgho Gao
 

The rhetoric of project blueprinting inevitably exorts designers 
to consult those for whom the project is being planned. This 
seldom happens. Occasionally, a cursory visit is made to a samp­
ling of beneficiaries. This, however, is done not with a view 
of seeking input into the design, ror with the intent of seeking 
local grass roots expertise, experience, ideas, or viewpoints. 
It is done simply to satisfy the design guidelines, hence mini­
rhally. Design is still done from the point of view of the donors, 
or of technocrats who are convinced that what has worked in their 
own developed countries can work in less developed countries. 
Study after study has shown that this contributes regularly to 
dooming projects to failure from their beginning. In this light, 
we will examine the methods and procedures of the cooperative 
movement in Gao versus that of Action Riz Sorgho. 
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Action Riz-Sorgho Gao has been in virtual continuous conflict 
with the regional cooperative office. To resolve the conflict, 
ARSG and the Cooperation have held several meetings -- November 
1978, October 1979, February 1980, and others. ARSG has also 
submitted a proposal to the National Agricultural office in which 
is suggested how the two services might collaborate. Note that 
the cooperation enjoys excellent collaborative relations with 
the other regional services --functional literacy, livestock, 
health, waters and forests, hydraulic, and so on. The crux of the 
problem between ARSG and the cooperation seems to have two aspects 
-- vulgarization methodology and the distribution of seed, par­
ticulary rice seed. 

3efore discussing the conflict further, we must give a brief de­
scription of how the cooperation works. *With a small amount of
 
financing, the cooperation approaches villages with the idea of
 
setting up a village-level cooperative to create a village store. 
This initial effort usually takes several visits during which 
cooperative personnel asks a gathering of villagers to explain 
their local concerns, their needs, and their own means and prior­
ities for solving such problems. The Cooperation explains its 
own program, its ideas, and its:-procedures and discusses these 
at great length with the villagers. The basic idea is that the 
local cooperative, if indeed it is created, acts as a pole of 
attraction for development interventions. The 'First step, how­
ever, is to define the membership of the cooperative and set up 
an executive committee. Membership in the local cooperative is 
voluntary. Each member, however, does pay an annual membership 
fee of 250 FM. The membership at large elects the executive com­
mittee. This committee, in concert with the membership, then 
identifies no less than ten members of the cooperative who shall 
receive special training in the regional functional literacy unit 
in basic management techniques, account keeping, and such. At 
thesame time, a potential village store manager is identified. 
He is also trained. Once necessary training is completed, a village 
store can be set up and stocked, either from the SOMIEX, from 
merchants, or elsewhere,-with products and materials identified by 
the cooperative members. The store is designed to be a profit­
making venture and prices are set accordingly, again by the members. 

Selling prices must include a surcharge to cover all costs -­
salaries, loss, theft plus an additional percentage which may be
 
distributed yearly to the members hip, depending on its decision.
 
Usually, this percentage is reinvested. Funds for the original
 
stock --2,400,000 FM-- plus 1 500,000 FM for building materials 
to construct the store'are donated to the members of the local 
cooperative by the regional office, whose source of financenent 
is Eur9-Action Accord. Members themselves must provide all other 
construction materials and must construct the necessary building(s) 
or hire a mason to do so. A local agent of the Cooperative 
Service-is assigned to the village cooperative to act as technical 
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counselor only when his advice is sought. Once the village
 
store is functioning, it may, as stated earlier, act as a catalyst
 
for other development efforts. The membership, thorugh the execu­
tive committee, can ask for further training in functional lit­
eracy, training for a he&lth secourist, for help from the forest­
ry service to start a village tree nursery, and so on. It is 
worthwhile to note that the Regional Cooperative has helped 36 
local cooperatives get started over the past five years. Each 
of the 36 has created a village store and only 2 of the 36 have 
failed, for extraordinary reasons. These two, at Kidal and:;:. 
Ansongo, have been restarted. Four additional points are worth 
noting. Where some of the village stores have been started;ocal 
merchants who were alledgedly gouging the local population have 
been forced out of business. Ir these cases, it was stated that
 
local merchants would buy ,-cood grains at low prices after the
 
harvest when farmers need money and resell the grains later, of­
ten to many of the same farmers, at a 200% profit. The village 
cooperative stores buy grain from their members at official prices 
and resell, only to local villagers, at a cost 20% above purchase 
price. Thus, villagers not only acquire seed security but also 
have reasonably priced food grains available to them when they 
need it. Secondly, some stores are so well organized that thzir 
managers-travel as far as northern Nigeria to purchase stock for 
their stores. One in particular at Bourem has been so succzssful 
that it has increased its operating capital to 8,000,000 FM. It 
will become completely independent this year. Finally, each store 
mrust recover its initial operating capital within three years of 
opening. 

Returning to the conflict between ARSG and the Regional Cooperation,
 
•iemust comment first on the differing methods of the two agencies.
 
The Cooperation believes that the thrust for development must come
 
from the people. The people -- farmers, livestock owners, fisher­
men-- must define their needs, problems, solutions to problems, 
and possible ways to implement solutions. ARSG has felt, to the 
contrary, that it has already come up with solutions to increase 
agricultural production and that farmers should be obliged to 
follow the advice of the ARSG technicians. Likewise, the Coopera­
tion believes that farmers should control and manage development 
inputs while ARSG feels its personnel should exercise control .and 
management over inputs.
 

The provision of rice seed to 'farmers is another source of dis­
sention between thetwo agencies. We must mention once aga~r that 
having enough seed to plant when he needs it is an important con­
cern of the farmer. This means having a sufficient amount to re­
plant, should the first plants -die from lack of moisture. Helping 
farmers procure rice is a concern of both agencies. ARSG seeks 
seed from the state reproduction farm at Babougou, from Operation 
Riz-Segou, or from Operation Riz-Mopti. The distance of those 
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locations from Gao presents the problem of timely liaison, co­
ordintion, and transport. This past growing season, for example,
 
ARSG finally received its seed orders in August, too late to
 
distribute to farmers. ARSG does distribute such selected seed, 
when it is available, to farmners on credit for the duration of 
the growing season. For each 100 kilbs distributed on credit, 
ARSG demands 115 kilos of harvested rice. Only about 20% of the 
farmers in the ARSG area are using selected seed. Reasons for 
this low figure have been untimely availability and the experience 
of yields.lower than those of local varieties. The latter is Px­
plained by the increased labor,intensty.needed to achieve higher 
yields or the inappnp.ri'ateness of the selected seed for the Gao--I 
area. The rate of recovery of seed by ARSG over the last five 
seasons is about 15% (see Canara report annexed). 

The Cooperation helps each local cooperative to seed up a seed 
granary in the villave. From this seed granary, overseen by the 
local cooperative administration but managed by a designated mem­
ber of tne cooperative, members may borrow- rice seed on credit. 
At the end of the harvest, for each 100 kilos given out on credit, 
the farmer is asked to pay back 150 kilos. Sagou Adama Duologuem, 
regional director of the Cooperation when the evaluation team 
was at Gao, stated that each local cooperative recovers almost 
100% of its loans. The reasons for this high rpayment rate, he 
says, are clear. The seed does not leave the village, it is under 

.the control and management of 'the cooperative members, it is avail­
able when needed, the 50% gross profit made on each loan ultimately 
benefits the members of the cooperative, and, perhaps most impor­
tant, 'the farmers no longer need depend on an outside agency, 
gouvernmental or other, to provide seed when they need it. The vil­
lage seed granaries have made them self-sufficient. 

These village seed granaries would seem to be a good idea. What
 
then is the conflict between the Cooperation and ARSG? The reasons
 
are these:
 

- ARSG believes that rural farmers do not have the capacity and
 
are not sufficiently advanced technically to manage village
 
seed granaries;*:
 

- ARSG feels that different varieties are mixed together in the
 
village seed granaries since farmers are not aware of the tech­
nical importance of keeping them separate;
 

- Since ARSG and Gooperation policies differ in the matter of seed
 
distribution and reimbursenent, ARSG will not adopt the Coopera­
tion methods;
 

- The text of the project agreement with USAID does not allow ARSG
 
to set up village granaries either by simply giving out selected
 
seed or by exchanging it for other varieties;
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- There must be a firm delineation of geographical areas in 
which the two agencies work. Thus, the Cooperation must not
 
work in any locations encadreured by ARSG.
 

Farmers interviewd by the evaluation team were aware of the ARSG 
arguments and did not agree with them. -They are also aware of 
the differences between varieties and stated that it serves
 
their interests to isolate different varieties since whatever 
might be repaid after one season could well be used the following 
year. They naturally want to know what they plant because-they 
utilize different varieties in different locations, governed " 
mainly by soil conditions and land level. The evaluation team 
visited one cooperative village granary and saw sacks clearly. 
labelled with the names of the single variety contained in each 
sack. 

ARSG personnel feel they are working at a disadvantage vis-a-vis 
the Cooperative because their financing includes no money to pro­
vide start-up funds to establish village stores/granaries. In
 
this regard, they view the start-up funds given out by the Coop­
erative as out and out gifts. Farmers in ARSG villages are very 
knowledgable about the work of the Cooperative and the benefits 
that can be derived froru setting up a local membership -- notably 
the vi lage.-store/granary;-. They -also know that .ARSG--has -attempt­
ed to prevent cooperatives from being set up where ARSG works 
and are resentful of this. In many villages along the Bourem-
Ansongo corridor, therefore, ARSG is perceived as being opposed
 
to the interest of the rural population.
 

Before leaving this discussion, additional activities of the co­
operative movement must ba listed. Besides setting up village
 
stores and seed granaries, these include:
 

- technical support for crop diversification during the dry season, 

i.e., vegetable production; 

- development of root crops and fruit tree plantation; 

- organization of cooperative work groups for dike repair; 

- provision of various types of small equipment to fishermen; 

- the organization and start-up of a pirogue construction workshop; 

- small hydro-agricultural works, i.e., dike openings, fish grills; 

- teaching range management principles; 

- setting up village nurseries for reforestation; 

- training village health workers; 

- training village para-veterinarians. 

The success of the cooperative movement in the Sixth and Seventh 
Rgions is remarkable. The reason seems simple: The intended',.bene­
ficiaries are completely involved in planning and management. They 
govern their own affairs. 
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Date: December 3,1981, 

1EMORANDUM
 

To : James Roush 
From : 	Jeff SchmidtV4
 
Subj : 	Applied Research and On-farm implementation in the OH7
 

project.
 

The technical assistance team, since the departure of its
 
first COP, has been slowly trying to resurrect a the more
 
positive elements of the Project Paper along with incorporating
 
presently approved research techniques.
 

ORV serves as a vehicle to deliver approved research prac­
tices to the faraer. A,- the same time, before major accelera­
tion takes place, 0HV and the technical assistance team have
 
been executing applied research trials on farmer plots to assure
 
farmer acceptance and technical control.
 

CROP PRODUCTION ACTIVITY
 

The base for crop production applied research has been the
 
Samanko center. Here, over the past campaign, we have carried
 
out the various trials :
 

CROP SUPPORTING TECHNIQUE 
AGENCY 

maize SAFGRAD local variety 
strong fez'tilizer dosage 
(200 kg/ha complex,150k/ha urea) 

intercropping ICRISAT cereal/cereal 
cereal/forage 

forage crops 
(pidgeon peas, ICRISAT 

comportment,seed multiplication 

cow peas) 

manioc IITA segregating varieties 

soy beans SRCVO comportment 

gumbo OHV comportment 

sesame OHV comportment 

From the above list, we are simultaneously executing on-farm 
trials on the following crops : 7n-
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n0
CROP 	 of farms 
' uowpeas 	 5 

pidgeon peas 	 5 
irtercropping (maize/niebe) 	 30 
soy beans 	 5 

These trials are being carried out on our pilot farms. 

•At the same time, SAFGRAD is carrying out 25 maize variety 
trials, on their own pilot farms. These tests include: 

variety dose average yield 
IRAT 81 200 k/ha complex 8 ton/ha 

150 k/ha urea
 
TIEMENTIE (same) 	 3,5 ton/ha 

OHV would like to capitalize on the encouraging results from 
the IRAT 81 but we are first monitoring whether the -armer can 
handle : 

1) the increase in labor time needed for weeding and
 
harvesting the IRAT 81.
 

2) 	The increase cost of the crop (i.e. transport,

manual labor, seeds) 

Fortunately,availability of seed is such that rapid accelara­
tion is impossible.
 

SAFGRAD is also carrying out fertilizer tests, primarily
 
with rock phosphate which is found in Nali4 The tests include:
 

Fertilizer 	 dose
 

rock phosphate alone 300 kg/ha
 
.rock phosphate/manure 300 kg/ha, 50 kg/ha

rock phosphate/urea 300 kg/ha, 90 kg/ha 

For these trials, which will conclude this year, the followinE 
conclusions seem to surface : 

1) 	Rock phosphate has appreciably improved soil quality1
 
noteably it neutralizes the excess acid;
 

2) 	Rock phosphate gradually increases yields up to year
 
three. Note: 

3T/ha 

Yield, 

ITlha , 11...2 ... .3 ! i 

Year, 

111 
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The reason being that the fertilizer does not completely
 
decompose into the soil until year 3.
 

3) Calculating the exact dosage is a funxtion of the 
localised soil composition, thereby hindering a 
uniform technical approach. 

OHV has moved quickly to accelerate the distribution of rock 

phosphate by purchasing 60 TONS for the 81/82 campaign. The 

technical package recommended has been : 

1) 300 kg/ha plus 50 kg/ha manure. This is a function 
of the manure's ability to decompose the rock
 
phosphate more rapidly and achieve greater yields
 
than the 2 other mixes mentioned.
 

2) Distribute the granular variety of rock phosphate to
 
aid in the decomposition process.
 

SAFGRAD has proposed that OHV prolong credit on the fertilizer
 

to match its lag in yield increases. This is to be decided.
 

TECENICAL PACKAGE
 

OHV's technical package has not changed since the start of the 

project. The simple package is as follows : 

1) Material 

A) Multiculteur
 
Charrue
 
Semoir (monorang)
 
Charrette (optional : for larger or more advanced farms' 

2) Pair of work oxen
 

3) Crop production techniques 

A3 Cotton (package developed by CMDT) 
Maize (local variety with rock phosphate/manure appli­

cation) 
C Millet/sorghum (intercropping) 
DForage 
1. Maize/cowpea intercropping
 
2. Pidgeon peas
 

Our main challenge above has been material usage. Much of 

LBII's initial energies were spent on trying to present new 

equipment innovations. Now, as is the case with crop research, 

leaving this task to national and international research
we are 

the vehicle
organizations. (DMA and ICRISAT). ThenOEV serves as 

for the accelerations. Our experts coordinate closely with 

these organizations, especially in the case of our animal trac­
tion expert and DMA. 
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WJe are striving to perfect the most optimal, yet simplistic 
package possible which should be : 

1) Easy to finance
 
Technically efficient
 
Easy to provide spare sparts 

The simple equipment mentioned above is produced locally at
 
appropriate materi.al manufact'urer
SMECMA which is the most 

existing in Mali. We have provided extensive training of field 

agents in order to improve equipment usage over the past yeart
 

with much success.
 

FARMING SYSTEM ACTIVITY 

Put it all together and you develop a farming systems package
 

Here OHV/BII has been striving to further integrate livestock
 

activity at the farm level. We have accelerated forage prcducti
 

while perfecting optimal feediug diets at the Samanko center.
 

Through two seasons of research, our conclusions point out
 

that there is a necessity for industrial by-products in the
 

oxen's diet. Cotton seed and cotton seed cake provide appreciab
 

nutrition and weight gains for oxen, according to our results.
 

These action, at official prices, are quite cost effective in
 

terms of the additional value obtained from weight gains. Dail;
 

oxen-diets which pxovide production targets for forage crops
 

have helped us program the needs of the farming system. These
 

diets are appropriate for on-farm feedlots and work oxen, who
 

need the additiona nutrition inpreparation for the agricul­
tural campaign.
 

On-farm feed-lots provide incentives for farmers toadopt live­

stock integration practices (that also benefit their work oxen)
 

and put the farmer in greater contact with ECIBEV and OHV agent
 

The revenue gain from such complementary farm activity nurtures
 

positive attitudes of private enterprises, livestock integratic
 

use and care of livestock and farming systems management. It is
 

wrong to view the activity simply for its profit vallie in isols
 
tion.
 

Coordinating the crop productizn results into a rational far=
 

system rotation has also advanced in the past year. Cotton pro­

duction has been the base of this action in this following ways
 

1) Adding cash income to the farm.
 

2) Providing credit collateral for 0HV (to purchase aquipment
 

inputs and work oxen).
 

3) Supplying fertilizer supplement to improve soil quality
 

and increase yields of subsequent grain crops that follow
 

in rotation.
 

cotton before cereals has worked efficiently
The rotation of 

in the CIKDT and has been adapted with success in the 0HV. FarmE 

needs are a function of his ability to generate revenue and it
 

is most easily executed by cotton production due to cotton's :
 

http:materi.al
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1) unquestionable marketability through official channels!
 

2) non-consumption nature.
 

3) non-risk production capability (almost always yielding
 
over 650 k/ha if technical advice followed).
 

Tha farming system will also include vegetable production
 
for off-season income on some farms. The program is not nearly
 
as sophisticated as the livestock integration and crop rotation
 
tachniaues mentioned above, but its nutritional and monetary
 
potential has not been forgotten. The need to progress slowly
 
overrides any immediate acceleration in this area.
 

THIS YEAR'S PROGRAM
 

This year will signal perfecting of the forementioned programs
 
with some new twists. They include:
 

1) Integration of SAFGRAD/OHV pilot farmes controlled by
 
OHV's research coordinator and our agronomist.
 

2) 	Further extension of rock phosphate program.
 

,3) Introduction of the Bancoumana Polder program.
 

4) Defining agro-climatic regions and more appropriate, loca­
lized packages.
 

Obviously, the Bancoumana Polder will be the major activity
 
of this year. The team hopes to :
 

1) 	Build an animal traction park at the site: complete )ith : 

A) Peace Corps intervention.
 
A blacksmith installation.
 
Work oxen/field agent training.

Technical Assistant in ANTRAC for 1 year.
 

2) Conduct rice variety trials to find a variety V*t with:
 

A 	shorter cycle
 
resistance to diseases
 
favorable ecological reaction
 
high yield capability
 

Eability to be used in ANTRAC system

F) favorable response to inputs.
 

3) 	Enforce technical package which inclhdes :
 

A) 	 100% use of animal traction. 
B2 	Seeding in rows. 

Transplanting trials. 
Fertilizer usage (250 kg/ha rock phosphate, 50 'kg/ha 
urea). 

E) 	Adherences to crop calender.
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4) Enforce strict maintenance of the polder.
 

5) Conduct studies on : 

A) Research on new varieties (see above).
 
B) Weed control.
 
C) Optimal economic use of inputs.
 
D) Appropriate equipment research and development for rice
 

The work involved to obtain these goals in obvious and will
 
be streamlined if required. It should be noted that WARDA data
 
on the 0HV region is out-dated and not sufficient.
 

The definition of agro-climatic regions and appropriate cul­
tural practices will be aided through collaboration with the 
PIRT (Projet Inventaire des Ressources Terrestres) team. PIRT 
would provide OHV with soil, water and forag data o:u the regions 
in order to help our agronomist pinpoint more appropriate pro­
grams. 

This data will also be used to determine the resource poten­
tial of the polder areas and new 0HV regions. 

Over the past years, OHV/LBII has operated effectively in
 
introducing research-verified innovations at the farmer level.
 
At the same time, they have provided the extension agent traini
 
needed to provide initial and continuous advice tn farmers how
 
to best manage his farm.
 

The task of LBII/0HV is to rationally coordinate and incorpor
 
research into a farming system approach and then modify practic
 
to meet local conditions. In Mali, research stations are not
 
extensive enough nor do they have the manpower, to test out
 
or apply these results throughout a region.
 

Therefore, such organizations as 0EV execute tH- vital func­
tion. The task of the project is aid them in the execution.
 



From: 	 Zl-jin G, Blase, IzISLILution buxidin{g: 

A Source Book, Midwest UniversitLies 
Consortium for International Activities, 
Inc. for A.].D., Contr. No. AID/csd-3392,
 

1973. 

1-

The Essential Core 

.Of-the Literature 

to til literature on institutionOutstanding coiltril)uiions 

building are summarized below in one of two catcgories: mann­

scril)tS wih an insittutional-organizational focus or works dcaling 

with phenomena beyond this nitcio orientatiol. 

The Ii:eratture with an institutional-organizaiioial orienaitto 

;!s:titcd largely, but not exclusively, froan the Intcr-Universiiy 

Researcih Program in 'l-stitution Building (IRPmB). This nulti­

disciplinary programi was undertaken by scholars front Michig;an 

State University, Syracuse University, Indiana University, and tihe 

University of Pittsburgh, where the project's hehadqarlers arc 

located. "Thisconsorttn program, financed large'- by the Agency 

for Imternational Dcvcholunat (AlI)) and the Ford FoniW4tion, 

was the I:rgCst si,54g sourc or the manuscripts reviewed in lhe 

preparation of ths book. 

Eight of the manuscripts nominated by professionals actively 

working in the field of institution building resutcd directly froil 

the IRPI II. i three otiers. tile methodology dcvcloped in lhal 

irogramls aIscd. Because tltese IRPB contributions are cosoli-.:z 
dm.ed in aI rcenly pithlished Ioo of readigs Iags book is theOl 

sonrce of most of tl summaries of IRI't 11 catrihulionsin lhis 

ch:aptcr. "rheic exception, howcver, is Millim ,.sin;:. 's niaill­

scrip(. "The inslittlit,,o lhildiig Com-twts--An Ialteri, Ap­

praisal.'' This manuscriplt is suinimarimt1l in dletail, ratler thala his 

shorter chapter in the hook edited by Joseph Flaton. bccause it 
contains the important coaceptnual framework (levcoj)ld by him 

aid others. 

14 

rn 
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11111 INStIrrt~ll~ON I11i1ttJUNZam 

Allthmig tit onei grotip of en:mmmsips domimles like.: abe o 

orientfed lateralmtm, a muimub1er of signilteantl cotitribliionls ha~ve 

beeiinmimdc. Again, ;I ret-Mitly puldishedt hooik --Ihis lilt(: eiileti A 

Theoiry of leeslitilwnmi by jobi l'4oVelson- is reviewed ill detlail. 

I .ktewise, [ie book oif reamdimgs emillld Aloderitizafin by flLsllti* 

by Chandlecr hdrse et al. is givent consicmdeaiie at tecoIionl. All ari de 

bly T. WV.Scditli. ;S reviewed ill stal ficieill detail toi inldicate clearly 

its subsimmihive Contrilitidhm. F~inally, attelitomi is called to a bibli-

ograpity lhat coiaiis sonme releremmccs to mlacro oriented Iicralre 

ill tike ficlds of Itecbnwlial asssstaanmte anid insfit iio Iin ildimig. 


NIA-roNI~srrI~oALoRG L LiE~ATREnologies 
INST-l'UI'IO AL-IZGAIZA''IO AL LTERAUREor 

hitililio j"Th

ES M A N , L " nit le iNul e r- 


I LSANMil~m IllilingConcptsArkIn-opmiliemi
i Jr i io ''T me S o o l (i COIIi C filtA 


tera i Apool i/ Pulic Iaicr-
Sc xaa~ f Gr duatamid
stationial Affim s, tJiiivrsity of' Pattsbirgm, P1ittsburgl. Ila.. 
1967. 66 pages. (Mimeiographued. Part or' Inier-Umtiversity 
Research Program ill hIlstitumt ionl Bmiling) 

Since intucim of Ililt iiistitmtionm lmildig literamisre refers to tlhe 
framework cofiepimamized biy Lsmam et A., it will be snimiarizedl 

first. Esmiasm's mllianisript Con tains h1ot only basic colmis butI 

also .m partiial evalnt louk tf 
 limemim oi tlie basis of dlma obtained 

fim lime itnataal IR0111 case sitiumlies. These cast- stuldies were: tile 

College of Eaiuicaiiom of time Uiiiversity of Nigeria, by JohCii I lainsoe 

1121 ; tue( GnuIlrat Uuversaty of' iEctuaor, by I fllms C. Wiakse ;Still 

I .mis A. Rtoorigitez 1,1711; [lie linstitte of' Ptiblic Admisism-ation of 

ThIimmaimiSMa, tJmliVe-Sity O~f Thmailanid, by William Siffimi 
 1721 ; mnd 

time histatute oh' Pi~blic Adiiiieiistr-atii for Taekey amnd tile Middle 

Cam, by Cumtlric Ilirkbad 17 3 1
 

Bfasic c(MA-41Je 

Illmlilt roestaemaicamt (Cf lie bmasic comci~s. Esnam emuphazsizeslislmimavrbe-
Ihat Ihis amppromach iias a promitimiucetl biams towaird social enigimeering 

______fat is ba~sedolCI ile lbropositlim tIla most5 sigmiificamit Com tnmiljo-
Sramey chl ges- esp~ecially ill ulevelim jiig coii is-are dehiberaicly 

....... l d amid gumiletid. Filrt lier t he apiproachm jresmlipioses that fle 
ilroduat i i nimal' chia ngd:;t akes plaice p kmian ily ill aid t lromigm for-


mmal ormganmiztioniils. WVlimi I Iuine ()mgimiizatos are 
cliamig-ilitilcilig, 
Chiilmge-protcct iimj., andi( formaml, t1CmV ;IfC 4:OmISilCI l Ito hP ikk~li im­

Cot,,rFimE i.R ATURIEI I ' 

lionis. Thmese orgamniza Imtms ;smael file 314%.w Pleril s I Imey Ii nt­
becoame mnslmtieenliied. C-4., Illealingmel .4111 valkued ill ime "Ili
 
Cdies 
 ini wirlsi Ihey fimmmeionl. This imwvolves .1 t-eiimi11C4x st Ili" 
interacton institutlionks amid lilt iviroeilit~nt.1015IitweelimIlie he lime 
flter Varies inl its mevmdimiess Or rcsnslammce to 4:lli1m18e biolls (iver l itl 
amnd Ilothi plauce 10a place. 

Hasic 11) Esimami's approacha is fiml! assmimptiliom dial Illc tdi-
Cienit assimirlafion of siew phaysicalI alld social ttrc~uel Ilgses *e~djiIt.% 
tha. [lie eiiVir'ohiiieel~t p~rovide Slipporliuig vamhmws, Il;illis, pirocldsmes.

amiri staliv! reS Which lislally are nlot present whuma Ilist- siew iCdl­

;ifre intfrodtued. Chaniging file ellvim-onient In1 conipleiae mit 
accommildate file ii'cw lechmuloiogirs is alimsegmal p~art oCf etit-l 

. Sinice I hesslew tcciniolOgics art. primarily jlit re dlmmed ill 
a md lro imgl iorgi m iza li ) m s. l ike s mpp o ativ e V a lises, Ilor as , r cu ­

ss i sim mittres ~um~l 1 imstilliiiomalivd ill amd throtigh d ineseorgim il itmis; luau vis. lmrmiderlm omim mdae im mm e 
o'alzlol;Ilti.So v tllmsi wili'll 

aumulst il salse ilk amill (ioigh lgai4iai oll hich imidolm. 
raft, fost er, and lbroeeelore mamtive rclat iomslmp ;mmid actiomi l illS
amnd perform fI'mitioiis aidt scrvices Ill;,(i ardt: vamimmedi Ii .miviomt1im 
mniln. ThIe resiltis of anilmlys-S (o CrhSe imisl fitli()mi/d timamges (ai 
serve as giles to social actiomi. I lemite, list- assmenyltaomm hkas hieim 
!!aeIfa ms te o uioii sagmem ew~Ipe'es ~. o 
of cheuneicils ilml aci ons calm h~e idoleemtilmg whuich is releVamut Io 
iiistiimtiomi bulildilg ill gemierai. 

Tme three: amialylical camtcgorit'5 o l wichl Esmallms amalysis 
is bu1il. delpicled ill lime zmeeommpamiyimig ligilre Ii os Citmliein 121. 
Ilmstifmmt ion Variables amt( ttmo:mmgimi ioressarye tose oleemmemms to lie: 
amid silficiectfit)C expmlainile .sysillemmm e hlaivior ill ammiimsitmtiol. 

Tlei flistatifima litihdimig Uiniverse
 
Iniiittmioii 
 Liumkamgcs 

adlem-shlb 
d eemo uumam lmi..lc 
progtram .Il i immiive imJg 
r sOlgrm fli'i clli l a 

imitermiad sI ruclire 
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uI I, IN T~jI'I'IFIiON BILD.IING; 

l'calhli'ship 3l3h)ics not ooily In pttlCbtl .':Cmally ,hcM:l4d Witli 
Ihlie clil of III insifitiI(I , 11,1 ;s1 , ti4', at1was who Iaiita-
iale il| th1wt, iplillll6 8 S4.t lor ilig, .1ld Ihle gitdlille )f it. With(lI 
leadership, vicwegl as a ullit, illpor'ali it hrt '31 iiclodid politir:1 
vialblity, Jrole,,sit.Ilil sIlaltS, Ie.'illical (:olmptellice orgatililiial 

tllit:ltlice, role (listhilllill, ;kiul COu.llilliily. 

loctrinc, as ilte sltIhle rel'crcaicc Ioill of all ilistitllioll it) 
whiichI all 0 tier vauriables telale, contains sil'h ch;racteristics ;Is 
specificily, liealliii iic xtemil t4) whirls elemnis of doctrine 
supply (lie nec:essaiy fotildatii for action ill ;I giveni siltalioll; tle 

~xltil 1)t which ile iltistilli l l doctrilt colloris (4) the ex-
pecled aid samictioncd behavior oltlie sociely; anid ilc degree to
which tle iistitiltion's dotii colforilis to hc )i CCces, pIri-
oritics, jiilernieldiat: goals, and targes of fe SoCicty. 

Those actiolls Iel;tllct to tle I)e i'fl)ClflloiCC of flnctiomis andi 
sclvices :Oli.lit li tile otllitilt of the institulioi eprescalit its 
progrm. 1Icii'e, imol)rlant :ISI)pCCS (if ite Ilifrgrinll Viri;lll inlide 
its consistency wil I: illstillitioll's doctrille, stlihlily ofr olpllt, 

feasibility regamdilig i 'sorces, Isell its oimiplenicaitary p u-
li)ll of other oal-mirliti s ll ile al)sorptiv. capacity of fhe 
soctiet y, ;Still tihle 4:4lli3tilllioll of tlimt ilisltliill lowmt.i. s :tisfying 

the siccil'ici: im:tls (if time society. 
The ilpilts of ;lit ilIstiltmllion, hItr (Ie fined as resoirccs, ar 

impolrtall IIti only ill tuaillitalive terms, lll also I) a'elsc of their 
sout:eCs. Thcsc soturces id tli ability to o)lblmliii icsrc es tlrt)llgh 
tIhlm aflect (h:ciisiolls wilh regardi'toitpogrllm, dhoc:trijne, anid leader-
ship. llcaIcC, ile two ategoics wilhui this vriable ;re availability 

and soltir:es. 
As bosi sli'ur(:time aid process, ie eateI4, orf iinternl sIltc-

[tire inclides Stich things as 11C (Iislriolllil (f fllnclills and 
aillhtaily,i tIet processes of {'411111111111iatli()io umiml tletisiotil making, 

- adtlldi(tlhler I olaiishij)-;llIct i lll.rns. llsetiently, it (eter-
m isss 11i :and:it:(: ii( r ss. of"':pr og:rfrr lorm in14 Iht: ic , I c. 
Co p oll cl' sIof Ilhis calegory i ludle d liif i(mi Oll of I cll'liIiaitS 

wilhill fhe ie s iltiiili31, 'onsislte ll lte silorul- wiile Ihc insli-
titli mil's thc4 'rio ;u1(mid pr ogrmnl, aid tlme sIrit tire's ;lillahlihility Iw 
shifIs ili pirogrliai cllijlhaisis andt l(Itel changes.

Ivery ilnsilliton is icilieiillt ilitl other organlizations for 
its atihorily aimnl Irs)lirces; heiw(:C, its link.ag:s wilh lh(:r entities 

(M(EF OF" I'MI.1.1iTMAtT|IR. 

ire vililly inm1,ort ailt. These linkages also im-hlde ;li.iiist i ,lgi'.
 
depenleldlcy oill ;(:IIIltA.I-l lry l)rthli 
ionll ot i1hr s111slillli0ils 
allti ill Ile ability ofl fhL ile irOt lnli elii (o list- it.%esoIlliCs. Fiial ly,
 
linikages aire 11so -'aict:rned wili aud
3 stlijleri oI Ilit isIrells (II Ilit
 
StOicly. Thrtigh Ilir-se linkages Ilie imlitl 
 iiolt Inlailfill rixhlllg"
 
relationshiips with it; elivlillicil, 
 ;im.: iltl 't imhliii o c i4.1111h-x ,,I
 
flllioially relatld orgallizalimns. Th: :'tomr stra.ld -iers ill fink­
ages arc liscuissed briefly below.
 

i I lie i3lilial Sltages of ill inslifillioll's life. (is primmi I lgl is
 
developIiil its Iileilllshi witli ollic 
 cmlii ies illat cilll ilte
 
allocatio (if ;lutilolity and iesouis)i 
 if ieetls; tllis tl.14,1oiY is 
called enabling liinkagcs. lev:opiing rel;aliiaishi13s wilhI11t clil(.

lics is inipoltanint0only for ol)tlaining amllhimily ;iil 
resa irrS'.
 
Iil tl h15( oI)ti:StIh Irec (le salle clitilit's Iltirougli wichi it­
ilislituititn's oilpsifinlii 
seeks ito withh)ld IIteclctl inlpUlts frllll il. 

Falucinli linkailges relatc the illsiltilioll I1) (I) ll mlllizaI itlli 
wic .are Coimlellilii"ary ill a jIl'tditlive sllst. tlhat is, which
 
suply) inl;ptils and limte ollpul
l : ofl dw1 islimollill; :iii (2) Ihti.e, iI 

orgaiizmtolls which colnsliule meal too,i l:illidl CA)liiilil. 

Tlirotih fnic lim)lial lilikages ali istiilut41t tim t5 I its 
imovatits as ii ilhl)lics ill pioioe iitshw ltllllll. au lll'h­
ioIlogies.
 

I|10l11 soCiOImItIrmi' il(ilS ;l il lltilIIlimtig 
 'lets amd:lgi ultinlS
 
have imlpj)ortaint imilitcations for im.lilulii ns via il~rlimat ive 
 liik 
ages, tlli4tSJ4h whi:h ile socieic IlPces ,,' ilaill t'ol.trmilliis fii aiil 
establishes gulilclimics for illstillliills. Th" iorlli., iimllhs, wllil gll.6 . 
lionlls (:caln Cither act as tIbstacles to or"Liciliall- fiht, pio os f 

isliluliin buildinig. 
Whilc llmese Ilir'e categories tof lilika cs rcfr it Ielaiiolshils 

of all inslilif lli wilh ld,)tllcr specific: islistliid ;u311 ll'(j:llizalitllS, 
diffuscl linka-ges refer to the rclattoilip I)CwciI it,n ilislilmlliioll 
ailli lic uoplinionlld iliwilh the llilllir ill gelftnll. "'ht3,this 
C allegory illlm rIC;il iill sIills sta blih dr tl 4 iih'1s4i4 ,.gli1 ,tws I34'lia 
anld 41l13cr Clilla :Js for lil: ('ry3 Jllizatli,.11 ulill t-tI..ss ie ll o ioli 
vilial ;lidt sliill-grolup piliiioll. 

Through Ihl 'se: folr link age. Il n,t, i i iitiu iii (r i t31o 
tIalnsactions wilh otlier segnllills oIf tlhe sociely. These Irals ;l itills
involve not1 ollly physical ill3is 1ll3(1 4Ul3llis bi1t also ski: sl.4-iml 
illlectiOlS as COlllnlllitliol, stillpll ,-(luisilioll, aild tIh, h'alls 

http:Jllizatli,.11
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Ica- oil Ilorlls midu vaclaas. hMore specificalsly flce jmrilposes of ir-aacs-

m-j1111 lt~lvt Lu cat idencifiell as (I) giiimc" StIjporl .111d 0WcmIctigI9 


re~iS.cc*,(2) cxccmaagiiig resomrces, (11) sitaittriig file cairoac.­
akicemit Mail (4I) IrcstriaicoratIs muid valuews. 

Inasl it ill i balildilig is a it ile-olsmamu 111;prces ),it s.Din 

ii A plse er(.it iia v~claaes ilhr goals5 ;irc concleivedl by filhe dtallage 


d 

4dairiaIi ! 1ias period. slapporl is solihtmt gills amud 


Mc~elis,~it MI idleg11y is EI(ICIaiilliI fair their :tamlaimmeact1k. Also 
ftill :tclieviig vatllis, 


mlaCl i'or Is Iail~dc it) oIvc(oiic resiiacs. mcid ac. tMI ClII)t is made4I 

Io actuojaa it(- i c cessatry mtatihail y ail resoilrces for l ite estlablisih-

icel ()I ihe ins liticitl. Slibseqifti y ill [lie life cycle of file 

ist iliC och * cif macil l i gies wid mcel ins are. rejltirtil for cxe.-


eCatling file 1r4grill, Iaitnl~aiacg like islictioie, ancd fztilitaiig 

the irmiasfcr ot, amoraIcs idc valcacs IIo otlher clealleccts~of lte society. 


Cause 

ltc relecliing inc11ccil fol caise studies. lKsaitac attepis 14) (I) 

;Iiiicyzc aailcompmaljitC dcc e11415 slin
soln fie ms filld--

ings, (2) svic!1;sI imli)cathios fI*r [lie jprEogriam' gcirteiriipomchl4;e1 


14) litIe itisl it caiolt liiling p~rocess .111d1 14) fle batsic IColacl)15%wicici 
were 1their 4thiilllili plohint of (teparlillre, mid (31) iccaivalc tile faicaire 

dc4vclop~licail 
 4)1 lilt4)ry, ait I loEl0Jgy, mixd lhralicjal apphicatliore

l[ hw iri w hch~ th ese si tidies 
 p i ntl. S in e tihccsc stidi us arc sacanairna-


rized ill 1121,* 1-171 
 1721 , httlc 1731, at teaclioi is slow called 1wtolltll 

gemaeruiji~utl 1)155 EI~iwatrohill lacaicaal herI tmaactlikeilhosvtala1ll Iniad-

nsiluionbiildngowesTecnicl ssitatrein 
Ihe Al focia Elf time cases si tidied, itcclclicat :sisimice staffs 

lIcIl;t4 tile 4)ll 1 aignaers lo fic collait y ilk E11isl iolc prohvided il Ie' 

naancl itiotlets fair claamig4 ;11c1, ill Ire cases, monst Elf flce illpiitse 

foar uactiohi. I Icwever * even ailacI IesietSt IIC ~me, 1 SIATiaf CkIII 7
s nicc 

Swem e tamIc4 14) Iii cll tcrjlutl S with4e;arriy aocidn fe Itit-i(tsl flat sigilifi-

cmil I ssaacs. Alt IcE iag l ruoti:c i ly Ilis.agiccuacg ilo4)ll Ilivitselves, 

I lic..Ir cllimlea iimits wvcra: cE llimti II4* II) 1.1'by ;I tew%(if ic e cific 

ChllictgS (1A ly Y IOC.E l~il I 45 1
cual CIIEIIhl5C(. ;a11muii )C- rdtIek(Iily Mc-
I ac:I ic(I ige lric ril Io~~ tlillE4Iimj exiustinag retlil~liosipl Ilala to 

(XHtE OF THlE t.rr1TitATIitE jIl/') 

tile chcanges proposed bly tcdaaalicitI ;ssisiaiie-f pli-sccaal, ilktisliy
 
they freqIlcccity agreed it lli lilt: 14'4-1Icltecl1 plhtsoalllhe
.111ml jarIII 
posedl gols. 

III ll il5r si~lt ~liclIe I,. llaliEcal .1a!isim~ ice s niia 
were wVelcoed111 ;Is scalhjlieis of' jhlay.%iC-;l restibill ces, ;Is lc;0dctes, ;aaci 
11o somce exi till, as soimre:Es o)1 le-liali(:Al ill,-;ms wit ItlWallkild lit-Il Ihv 
exisi ing sysitem (11) it. 0141 jilhb l icr. t11a1 Moie viewled ;as
 
icteCMaS of' ilidiwilig Inew iMIarahS of ;1cl toil pdl IercS Wi Ililk fli a it amil
 

ill larmaical iots Willi limikIL-4 ait-11liabl itself or tw dl.';411asp1, lacy~j wn c
 
f ireacaeiig. Thcese Ilm 44 ml.*rtfaccI hit wrcmi
exjherielCts saigitesi Ia~ 
lte iccilca~I:sllat: ~a~l ccijtaldigecliai. isi it Ili ilhrii
 
leIr vrghi-hE atis,;s~ela vrIle401iaac ;sc1 I Ic
 

plrogratml of jtittl lt di CCilIy lia tflCt-­lite stahji jo~h * illf'tt1:- lst'Ic 
IiveIICss- of) lore ig~i aIssist icn. WilhIoaut sm It cohrni;r-anaa( IPI asi bil tic sa 
is inevit able .1111l eveii co:411 -** e ll 

01;a~islae mill I 4sf iNoa basis of this i ctly Seall sille faaol 

seea etlicis:jjcaet1) xs.(ae'tlis sIbm h 
dttirilmll coallpil iilit y bo:1wevc ille tc~ci~l;aIist-rs ;%fill ilce 
ntlii's oa 34 shtital )1cml ca ilttle I li a am, drner pea -Cat ssisoll 

tie 10h111 tiOlict S oit f IlVie iccstt lc al. A 14)1 Icr i ;IliC altv m.I 

;silli~ clslcdltIuii~il; lsl' 1;1wl -mi lvl 
If) cminig'*il list111)(1a11cl~ * cxi 4riaal 4:iiviromeicm I. A I IicA as
 
d e l * A as i i *.am .J
cin . m c s o m 14-i4 if 11 m 41 iitslil 

11l 
Fm ll 111mg l ic mat ;I tmdilic Ic .ir rirssp liii :i11ias
Foaart Ii at 11wosaml st 4)1 i I coitiiu(ifl:mssislailte 114 a ciI,4leuclcis :1 

eale i Imic~ce l lill Iimlio, ex isi ilg 1hIs Etl is ;1au4 jlshIrt icc sIIcir 

illicat-SINs l lailt liIc prstamt s y~t ala mbll hamicilt isaIl ill 
C11.macgrS. arc aimvilliaagha Ife 1 bIli cciar- aisks, ;1a14l rai i Isemssavc Isr 
ileIl icclla51ig I lie re'S411uCrs fir lilt Ibill ll i,. ialmi irs ;cv;aIlr~. titl 
t icese sillaatlionls ials( it itllibe baalcillrrs micia dliE sy ;a h~imldt y ol 
iamvivAl .11m1lsea vuc. Im;acl is as wel~l ;IS 41 1111p.~m I fics. Ss ii, iIIc 
ilisliii iha Inmililler moti 1w li milcmJem liakr eXi-villemmc %Vl, i:1ma 
adjIalliin chimllo ofsijaie luALrl ;is well ;a-; I'EIILMI4 Earwci iiails 

tilitSiai mcit hlodl vtmi 111 ;6mt,110 140jaEeic4 lae I ilimgcill-iE-, l a 

opill fi fSt)fciiil ;mte his plpt 111 gi sls. Fiacilly. Elms a volc­
chIades: 
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1.Ims I asl liftlgc 
I littiill building Illl (ig Z I at 

The losl l;acnralizcll roIositiollIll-al seccllai-o ' (if 

rcscarhl ollIlie tio.l1 Ila 
IICI il ili Itiol bi lling Ieallelshlill i h i l ;la cllkl in its Ilan.mialiolls 

witlh cakch lilikcll liflia to (lsarliti.c or aI)pCar to lie distrihulinjg a far 
iChd e. VolumI if liecl Il:ul ii coss. The of liClifits overald illall, ill 

costs ilist lie suihstaliliail blel.1sc oslots (dss;isaisfactions or libreals) iII 

slatais, rcspecl , secirity, fiil(.ne:. tar scope for .wlioll al tastully pCr­

ccivcd to he far morc crilical, ttiggering d(fnisivc act ion, thalll are 
anicipatedl bellefils Iriggctilig stllartjive actio li. Whcrc a wide maiargiii 

of licnefits ovcr cosls cainot hc.di irilititel, or whcrc lhe organizatioia 
appc;ars to lie aiihcr atltack ffil a Ii.1joa' linked insliotion, it alst hot 
lhcsitatc zo defcr somtue of its act1ivili's which might he ilircaclelg Io all 

cxtcrnal griop. [it stich cases it m1ust aticiipt toidcal wili a few 
segativc situatiols at a liimei, olst focus clough bIlgailaing ccnrgy and 
rcsotirccs oil the jotcilial Conflict, mill mlilst be able Io tIclhoy ciluligh 
IIowc iin that situationi to lic rcasinahly ceisaini of a salisfaclory 

Iutcoliic. This is siliy the stralegy (f kceping ol Oing4)j jiflIes (li­

vided and dcaling with tlhcl scparatcly rather ihan allowig an effective 
coalitinim t mobilize. (p. 46) 

Several strati ies for inslitution hbuihlig are staggesictd. One is 
that rither Ihaln (:reatinig ai Clitircly iHe instiltition, .111 .xisling 
omis shliilcl he sir.-i llic(ie, uniless (I) imilortaiti grouips within 
the society perccive tlhat the existlig ilstitittioln is lischiargilig its 
fiiiic lns illc(lat ely orI iilttling activilis which it sholuIld 

ibe p)elrmirni.i , om (2) lite 0riuiil insliluiliilln is 110 I caltihig to 

emergei liiccils or (emandsilic. liin its Iilhl of jturisdiction. Wiei 
flie cxistiig inliutalioli hias a videl dili se(d ii Ihernal power sirtic­
trllC, Ie ale rlliriaatc wo till le ;ll i toStii tegy aidmppelar ti attempt 
Create a inewv unit withiii t iie existing instilltioni. In siittlatiols 

where h olli the lcdhrsllip ;aid civirnolalilaeit aI factors are f(avoriablh 

a raliolial ipproalch to timing is Illtgive iiial :iiphasis to building 

;i solid andi viable orgalizailiaion illhii Io comillli reliable 

limkag s witil the crivironimii. Only when Ilics liikages have 

been established sll.toald the riskier and more diffivoll task of 
restriallti'ing Ilie 1ivioal aaai Iil tr;ilisfcr'ina airn s to linked 

iinsliltuitlitns Ile allcillpfccl. Whln the liviillllCii! is especially 
rve:ellive I clia ge, a Illore aijropis and ccrlihily bolder striategy 

way he to fos.t er changes withiia Ilie eliviroilinal ICiOr- lhikiages 
liwv been firmly eStablished anid the basic orgalizatiolmi liuil fni a 

Solid io'nllatiil. 

m 
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