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I. PNS should finalize the details and PNS 
 DEC 85.
budgets for a substantially reduced
 
program consisting of road maintenance,

agricultural extension, and seed

production. The total cost of the
 
program should not exceed Z2S million
 
in 1985 prices.
 

2. North Shaba will require support USAID 
 SEPT 86

from CSADP. Technical assistance
 
requirements are: 
 a Senior advisor to

the Director of PRE, a mechanic for
 
PRE, and an agronomist advisor for
adaptive research and seed production.

Also, logistic support will be needed
 
to assure reliable supplies of fuel
 
and spare parts.
 

3. Every effort should be made to continue USAID 
 JAN 86,
road maintenance under the overall
 
management of ESTAGRICO, but since

there is some possibility that this

approach will not be viable over the
 
long run, AID should begin exploring
alternatives for both road maintenance
 
and agricultural extension.
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It appears that the only realistic
 
alternative, is to integrate road

maintenance into OR and agricultural

extension into the Department of
Agriculture, but keeping the autonomy

that is provided for in the
 
DOA/ESIAGRICO agreement creating PRE.
 

4. 	The recommended next steps for finding
 
sources of financing are:
 

a) Continue to pursue 
 USAID/PNS SEPT 86
possibilities for FCD support

with the objective of getting
 
a decision prior to the
 
departure of the present

PNS/DAI Chief of Party.
 

b) 
 Inform the GOZ that continued USAID 
 JAN 86
 
support for North Shaba depends

on concrete evidence that the
 
GOZ. is committed to providing

adequate financial support for
 
essential development

activities in the project area.
This evidence would consist of:
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- An appropriate share of the 
Regional Fund for Agricultural
Road Maintenance allocated to 
North Shaba. 

Timely payment from the B.O.
 
and B.A. for PNS and PRE
 
activities.
 

- Agreement to study ways of 
taxing the increased 
production in North Shaba
 
and using at least some of
 
the revenues to finance
 
ongonp development
 

a 	) Carry out the study of local SAID/PNS E.EPT.86 
revenuc.generation described
 
ii, Annex B, and use the
 
firdiigs as the basis for a
 

. y h lvvcii dialogue on the
 
• , of Ioca1 revenues 

tc tinaice rural development
activities :n North Shaba.
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1. PROJECT TITLE AND NUMBER 

North Shaba Rural Development (660-0059)
 

II. PROJECT DESCRIPTION AND DEVELOPMENT PROBLEM 

The objective of the North Bhaba Project in to transform the 
-project area from an economically depressed area to a productive and 
commercially active rural area upon which regional urban centers can 
rely for staple foods. The keys to this transformation include 
opening rural market routes, introducing higher-yield corn seeds, 
and establishing a supportive agricultural extension .service. 

III. PURPOSE OF EVALUATION 

The primary purpose of this mid-course evaluation was to assess
 
the progress made towards establishing the project's activities on a 
self-sustaining basis as planned in the Project Paper Amendment.
 

IV. FINDINGS 

A. All of the quantifiable impact and output targets have been
 
met or ex'ceeded. The key indicator is quantity of maize marketed 
which will be at least 42,000 tons in 1985 compared to the end of 
project target of 30,000 tons. (USAID note: Subsequent data, 
collected after the evaluation, revealed that total corn marketed in 
19P, v'. actually 55,700 MT.) Other targets that were met or 
ex.,. , nclucr : number of farn-ers ukiing improved seed; number of 
fer'.-.z- receiving extenzion; quantity of seed produced by PNS and 
dec'Aire in the rate of subsidy; x:,d kilometers of roads 
rehabilitated.
 

B. Road maintenance has been officially integrated into
 
ZSrTCTIC0 but in practice remains an automomous organization. PNS
 

*...; e 
bee, no progresL toward formal institutional integration. 

a. _ .2CO h a c.:c-:., etension program in 1984 but there has 

C. The enential development activities that must be continued 
aft.,: the end of PNS -- road wintenance, seed production, and 
extemrici-- wilI requirc t.,chnical assistance to maintain an 
acceptale lev4Ul of performance. 

A, ., ntal reg12irements for a successful agriculture 
bae.r 3vop ert project are a technology that will increase 

4... r.e7 Lrodiction aid a mark;et that will absorb the increased 

1:. t it r ,irta];e to Lo ton ,.cih too fact in integrated rural 
dev' -,.. rt. 3:'sC~tr. ThL Iiist o1. ::..ve hcu .d te:ncr. 

,i &:..'o at, co. itiz& ' tuch. ti en ." :-. o:.: rhe. aE3 
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self-help activities, social services, cooperative development, and 
off-farm employment generation generally do not succeed if there is 
not a strong economic base to build on. Trying to do everything at 
once wastes money and diverts effort and management attention away 
from the key agriculture production objectives. 

C. It is extremely difficult to make rural development programs
 
financially sustainable. Government budgets are rarely able to 
cover all of the road maintenance and agricultural extension costs, 
and even when a project succeeds in generating its own tax base,
 
finding alternatives to government budgetary funding is 
bureaucratically and politically complicated. Therefpre, even on
 
the most successful projects preparations for sustainability must be
 
initiated at the very start of the project and be pursued
 
systematically and diligently to be accomplished.
 

RECQMENDATIONS
 

Please refer to the PES facesheet.
 

,EST AVAILAJE
 



Mission Comments on Evaluation 

1. In the early part of the report, the evaluator discusses the
 
possible consequences of discontinuation of AID support to PNS. The
 
impression given in this section of the evaluatiort is that USAID is 
abandoning the project. This is emphatically not fhe case. As the
 
evaluator notes in a later part of the evaluation, the project is
 
now generating more than enough resources through increased corn and
 
other crop production to pay for the cost of maintenance of the
 
basic infrastructure put into place by the project. In addition,
 
viable institutions with adequately trained staff are established
 
and essentially running the project. USAID's involvdment in this
 
phase of northern Shaba's regional development is coming to an
 
appropriate and timely conclusion. USAID does see, however, a need
 
f r continued technical assistance in key positions for the roads
 
(PRE) and seed farn organizations and has proposed such assistance 
aL part of the foliow-on Central Shaba Agricultural Development 
Project (660-0105). 

2. Long-term funding, as pointed out in the report, is 
drpendent on GOZ political will and administrative support. Funding 
arurces, outside of PNS, have been found in the cotton sector and 
at now being sought from the food grain FCD (Ponds des Convention 
d6, De vcloppemer!_). FCD id regional taxes can only be realized via 
tb. GOZ. The Gc0'- has been rel:tant, at regional dnd national 
i\, to suaor... (or irplement USAID-suggerted) me'taures; on 

i .ca"0 c, 't har b,:.ckec .71n;'n from agrevments which were 
ab,:t to b- cx-,..uted. Whi.le e-iFfactory tolutions are not yet in 
b,';ne, thla is not tor any stirl,ing o effort. There are signs now 
txit- the GOZ is ;..in to appreciate what is at stake (i.e. the 
v .v real gaini c'f the projec:.) and i'7 more near]W prepared to 
c:.r-i~k financinz. (tm::,s) conmensurnte with the gains to be 

As not-", ir" thn ' v&"uation, 1ZLTAGI'1CO's cnpabilities to 
m]W'; ,'. the; rv.. . br.i ,- activities hav , not been fully tested as 
. .' ,-. rd three years. aqt. A numlL.v of .teps are now !:cing taken 

tc: ". thosecrh ~ c.%.LLt1 Ar: of Jc-nuar, 19P6, LSTAGFICO is 
&.i i.uityt far bu6,-etar and perronnel control. 

. ! - 0,: U.S.-ourchased' only wth reui,,ro to 
C h qeo . oscinue these reEeosibilities., t.; 

. n.¢ .'. ' ri t; ,.:z "t ccntravt with the GrZ (Einistry of 
Ac: ,-.tuie), ar sir:,'.6 i. ,;im1984, 1r tu be re-p' tcL by both 

d .. 1 C-:11 _ 0710.F, C. hnd thei.n6' to U uiL> GO1. 

'. I.'; :. - o',-n.- : cl ,v'i,:_ I wit', budget and 

in ; r, aC'. ' t:U: .. i ).' the oee.Iinino bu,--tcrySc,.n 1..' ;2 
S 7" . . h"v. &. a2a1'.,. " achi6ved 

- .. . i .i, *. .. r.:. ..f 'f .. I.. , t o r 
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report, the evaluator does not take into account the wCode du 
travailu provision, that allow for reductions in force.
 

5. The Project Paper Amendment called for a local tax survey to 
be conductedi Syracuse University was contacted, but was unable to
 
provide a qualified researcher. Local candidates Abre also
 
interviewed but deemed unqualified to conduct the study. Project

personnel are continuing their search for appropriate candidates.
 

6. The end-of-project date used consistently in the evaluation
 
report is March 31, 1987. The PACD is September 30, 1986, and all
 
direct AID support to the project will end on that dtap. The final
 
25% counterpart fund (local currency) contribution to road and
 
bridge activities ends nine months later on June 30, 1987 (as
 
called for by the agreement between Ministry of Agriculture and
 
ESTAGRICO).
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EVALUATION COST DATA
 

USAID/ n o 	 or Bureau/Office
 

No. and Title of Project/Activity: NORTH SEL6A RURAL DEVELOPMENT (660-0059)
(or Title of Evaluation Report) ,__ 

2. 	Date of Evaluation Report: OCTOBER 1985
 
Date of PES (if different): JANUARY 1986
 

3. 	Purpose of Evaluation: The primary purpose of this mid-course evaluation was
 
to assess the progress made towards establishing the project's activities on
 
a self-sustaining basis as planned in the Project Paper Amendment.
 

4. Mission Staff Person Days involved in this Evaluation (estimated):
 
- Professional Staff 12 Person Days
 
- Support Staff 5 Person Days
 

5. 	AID/W Direct-Hire or IPA TOY support funded by Mission (or office) for
 
this 	evaluation:
 

Period of TOY Dollar Cost: (Travel, Source of
 
Name 	 (Person -Days) Per Diem, etc.) Funds*
 

Mr. Rudy Griego , Project Manager 5 days $4,050 	 OE
 

Ms. Debra A. Rcctcnwald, 7 days 50 	 PDS
 
Evaluation Officer
 
(Persont! Service Contractor)
 

6. 	Contractor Support, if any, for this evaluation:**
 
Amount of
 
Contract Source of
 

r4ae of Contractor Contract # (US Dollars) Funds*
 

Mr. Roger Poulir 	 PIO/T 660-0059.-3-50061 $13,000 est. Project 

*Indicc;'. ojec. -.udget, F.'s, mlss.on c..7 or Centza '/Regional Bureau -func 

**IQC, r%.-',, VCA'zh-- s- Or -r, institutiornal Contract, 
COC " TT ..V!, , ee cr",t E:-': 




I.INTRODUCTIO
 

Project North Shaba started in 1978 as an integrated rural development 
project based on increased maize production. ("Maize" is the word con only 
used in Zaire to refer to corn.) The project had se'pn components: 

- Agricultural extension and applied research (SSAV) 
-
Farmer group development to carry out economic and social village-level
 
projects (DGF)
 

- Marketing and credit to address maize marketing constraints (SSAC),
 
- Data gathering and analysis to identify production constraints and
 
monitor project impact (SCAD)
 

- Intermediate technology development (IT)
 
- Road and bridge construction and rehabilitation (INFRA)
 
- Project management unit to provide coordination, planning, personnel
 
management, and fLnancial control (PHU).
 

As originally designed the project called for a 13 person technical asiiitana 
team conristing of: 

Senior advisor to the PNS Director
 
Financial management advisor
 
Agronomist advisor for extension and research
 
Women's participation advisor for DGF
 
Agricultural economist as advisor to SCAD and SSAC 
Intermediate technology advisor 
Ch!ef _ 7Thrty fc road and bridge construction 
Road ccnntruction advisor 
iridge construction advisor 
J1chanic, ad,isor for equipment maintenance 
1.ilot. ­
Logzt~co advisor in Kinshasa. 

T' r. " ccr+,-.l end-of-pvroject targets dealing with:roads to be 
rehab-.'attci, :-:>: . cf t:-ners adopting improved seeds and improved 
pract."V:. . ;d c:.f uaize produced and marketed. The first external 
evak.:..: ', f P.' . 1979. DAI then conducted two internal evaluations of 
the rc-,.tir , . ? 2, and z r-.or ex-terral evaluation wau conducted in 
1982,. v . . tc scheL:alers end of the projec. The two DAI 
eva1~!.'at <. e t iv',ortant shcrtcoUings, espccially in the agricultural
exteri- '- C.cd ,;: oua develop-,:(-t components. The ctivities of the 
int. ,& t t.."(C_:ac and ni_-,ket-u, and credit corwoients were also 
recc. . t. the tch;Leveixnt of project objectives. Finally, the 
techr.: c:a- ,t tin.c ?."ide to thr ifra~tructure &-,d extension components 
was Ic-C:. e Thc, 1982 D. evaluation aIsn identified benefit 
£uatE&iY-Z. 6;. . $.,:' u:.I"es,2l.ev -Lr, u,. Howevei.. because the key impact 

.... eeo ', mL.-zc pron,.ctio and maize marketed) 
were """ DAI to take action.P:, were elow; coarectlve 

http:pron,.ct
http:u:.I"es,2l.ev


When the external evaluation was conducted in 1982, the evaluation team 
found the same deficiencies as had been found earlier and recomended the 
immediate termination of the project. The AID Mission, however, recognized
 
that the project was having a significant impact and adopted the approach of
 
improving the project design to lower costs and improve performance, and 
taking steps to increase the chances of sustainabil~ty. In this context, the 
project was extended from 1983 to 1986, with AID an% counterpart fund 
disbursements schedinled to end on March 31, 1987. The Project Paper Amendment 
extending the project emphasized phasing out certain project activities,
 
redesigning others, and taking steps to achieve institutional and financial
 
sustainability. A major result of the redesign reduced the technical
 
assistance team from 13 persons to seven persons.
 

The purpose of this evaluation is to: 1) assess the performance and
 
development impact of the overall project since 1983, and 2) assess progress
 
toward sustainability,
 

-2­



II ASSESSMENT OF PROJECT PERFORMANCE
 

A. REDESIGN AND PHASE DOWN OF PROJECT ACTIVITIES
 

The Project Paper Amendment in 1982 called for the elimination of two 
project components, Intermediate Technology Developpent and Farmer Group 
Development, and the termination of MID support for, he Marketing and Credit 
component. The Intermediate Technology and Farmer Group Development 
components were terminated in 1983. This eliminated three technical
 
assistance positions. With respect to farmer group development, the approach 
that has been adopted by NS is that if farmer groups need to be formed for 
economically viable activities this could be done by the agricultural 
extension staff. The only significant activity along-these lines thus far has 
been the construction of village-level grain storage facilities. As expected,
 
there has been little if any adverse impact from the termination of these two 
activities, although .farmers frequently ask why PNS no longer supplies the 
low-coat agricultural tools that had previously been produced by IT. However, 
a PNS analysis has shown that the lack of tools was not a critical production 
constraint at the time that the intermediate technology activity was
 
discontinued, and the situation has not changed since then.
 

The Marketing and Credit component has been renamed the Marketing 
Assistance component and is now entirely self-financed. Its main activities 
are to rent trucks to small maize merchants, and collect data on maize and 
other agricultural products being exported from North Shaba. 

The Data Collection and Analysis component was to have been transferred to
 
th trepartw rt of Agricultural Studies Bureau in Kinshasa. The activities of 
th.. cotnonent were to be continued under the supervision and financing of the 
Bu'.,ti d'Etudes. This was done officially in 1983, thus eliminating one 
tex::ical a9ristance r:,osition. However, in practice the transfer never 
octred. The Bureau d'Etudes has not provided any supervision or financing. 
In .v 1984, PNS with the prior approval of AID, sent a letter to the 
Des' _-rtment of Agriculture suggesting that PNS assume responsibility for 
f erid ,r-t -, stinervision of Data Collection and Analysis 
au*.. . T'iese ec tivities have now been integrated into the agricultural 
ex- .4joLcwonent "here they should have been all along. This activity is 

t ..-v tinuce oif dita on the impact of the project on agricultural 

. s prc;ied for in the Project Paper Amendment, the Infrastructure 
. o, c1lled -ortp et Routes de lEst (PRE), was kept more or less 

in-. t,trnn0 ovcr to ESTAGRICO. The details of how this was done 
anc Lre :',i!C'tionL.. for suetainability are discussed in the next section. 

e o:2.-, aiivity expanded in the redesign was the addition of seed 
prc /..cn t:. !r~c._ t*rl Extension and Adaptive Research component. 

.V-1": it c~c'I'l 1.Nrn. cou]3 not depend on outside sources of seed, it 
waa L:-c':a. t },-"t j'a :oductor &t the Ngaba training center with a view 

-3-!
 



to oventually transferring the activity to a private farm. A seed production 
advisor was added to the technical assistance team to assist with the seed
 
program. In addition, the extension activities of PNS, Department of
 
Agriculture (DOA) and ESTAGRICO were to have been coordinated and integrated
 
into ESTAGRICO. DOA extension activities are non-existant in North Shaba but 
considerable progress had occurred in coordinating the PNS and ESTAGRICO
 
programs. Geographic overlap had been eliminated Ind both organizations have
 
a common extension program and supervision structure. However, as discussed
 
in the next section, there has been almost no progress on the formal
 
integration of the organizations. Also, ESTAGRICO has recently been forced to
 
abandon virtually all of its extension activities because of financial
 
problems thus effectively negating most of the benefits of the coordination
 
that had previously occurred.
 

At the present time it is impossible to predict how agricultural extension
 
and seed production ,will be institutionalized after the scheduled end of PNS
 
in Septenmer 1986. Another major shortcoming in the agricultural extension
 
component is that no use has yet been found for the Ngaba training Center.
 
Training requirements are simply too low to justify a facility of its size.
 
The offices, training areas, and storage space are being well utilized,
 
however, as a base for the extension program and seed processing.
 

All of the anticipated changes in the Project Management Unit have
 
occdrred a planned. The Financial Management Advisor and pilot positions
 
v(re e]iminated in 1983 with no adverse effects on project performance. The
 
ma~n t?! of the PMU at present are to provide administrative backstopping


±.ar. -'cial management for the rsmaining PNS activities (agricultural 
:.'-±' adeptive rr'nearch, and seed production) and, through the Kinshisa
 

-. ce.., logictic support It also continues to play
:'..ovide for PNS and PRE. 
i..-r.;:nt role ae the main advocate for development activities in North 

-n dealings with the GOZ and the Government of Shaba, and USAID. 

B. 'ACCWMPL3 iUITS SINCE 1983 

.i-t P.rer Ai,-. ndmp.nt and the Project Agreement did not have 
.... -d-of-prc.-ect PNSer-.: t -: t.z. mainly because had already exceeded 

--.->act tar'feti, and the exte:ision was seen primarily as a 
. 1:p*ca tod.' - i st -:stiona., and financial sustainability. 

N.,v- .. , Fi'S har. ccntink.( to inc-r.ase its impact in the project area. 
TV. k, -,.::ac: is - ;:" eted which had increased from tons inm 6,000 

. 
. ,. '. ,b tc' S in -''3. Qiuantity marketed dropped to 36,000 tons in 
d...-." Be h to an 42-45,000 tonsbecb oj and increase erntimated 

17 i.oth:r EL-%nd w.tr iF; that virtually all of the maize farmers 
a: ". ; - - u-. 60 perccnt have adcpted the recommended 

pci....:,/rovedL Siirze the impovek,: tei.no.2oay hs no- been, .'etic. 

w: ' - ,..." .' tec £ ;tu' ii .:ases will b.. es. d-rmzl.li than in the past. 
T . : , -.m .-. I: j:.zt1on ii. prc:;.biv rezuire the introduction 

http:d-rmzl.li


At the operational level, project performance since 1983 has been mostly 
positive. PRE, which had rehabilitated 687 km during the first phase of the 
project, rehabilitated an additional 169 km in 1984, and 111 km the first nine
 
months of 1985. At the same time road maintenance activities are increasing
 
with no increases in equipment or personnel: 399 km in 1983, 564 km in 1984,
 
and 837 km during the first 9 months of 1985. PRA has also constructed 209
 
bridges and culverts compared to the end of project target of 135.
 

However, the most significant improvements in performance have occurred in 
the agriculture related activities. In 1983, PNB was just starting to produce 
seed and was struggling with poor quality control and high costs. In 
particular, seed production costs at Ngaba, where quality control waa easier, 
proved to be much higher than seed grown by contractofarmers. With the 
arrival of a seed production advisor, production has shifted from Ngaba to 
contract farmers so that in 1985/86 95 percent of maize seeds will be grown by 
farmers. At the same time production has increased from 53 tons in 1982/83 to 
115 tons in 1984/85; and costs have declined from 5 times the grain market 
price in 1982/83 to twice the grain market price in 1984/5. Project data show 
that PNS seeds can double yields over degenerated seed. The major remaining 
problem is the sale price. A 1983 PNS report on seed production estimated 
that about 200 tons per year would be needed to replenish degenerated seed and 
recommended that these seeds be sold at twice the grain market price. This
 
ye.r, PNS seed was sold at twice the grain market price, but demand was only
 
slightly more than 100 tons. Further, the seed consultant on the Central 
Shaba Agricultural Development Project (CSADP) PID team felt that the sale 
p..ce. should be increased from Z6/kg percent to over Z20/kg. In fact, PNS has 
itself buen selling seed outside of the project area for Z12/kg. The next 

,.s 'or WIS to determine the maximum price that farmers can economically 
j-,u YusaaC1, G, seed, and work out a strategy for increasing the sale 
pgirc to that level. For instance, the sale price next year could be three 
t.;:i':s t ggrain market price, and two years from now, four times the grain 
z.=. i~ Frce. During 1c76, chere needs to be a taining program for all of 
i e extez.sicn ,gents on the value of PNS seed to the farmer and on how to 

:ct.t.ely mAarket ther. seed, especially in Nyunzu where farmers have been
 
,c to pay thE N,S price.
 

*:ni" 2'trnsior, ixnrm has also improved considerably since 1982. Two very 
a. ~i::criszt.r Jo>-id thf; rechnical assistance tearrt, one in October 1982 and 
t: a": in Jiy 1.4. The adaptive research program is now much better 
. ;,~.. ,.-- eze'AaIt'. -w crop varieties are being tested, fertilizer 

rt~1 .~,~- 't. r/ being in areas,: " r e carried out different ecological 
a -: to u rate of Kusai I degcneration are underway. The 

- L fully in these activities thus giving themt~c.;,at~n g a 
r -, of the technical packages they are extending to 

ii" -..-tart, Pr- hanr an activc: prograin of continuous 
- i- ,- c ::en~irn agents. Increasing the quality of extension 

" ,'.~ , ;2r r. . - At the r oment it see:.: that the Nyunzu zone 
w .; have aftpted the re c0: indd practices, is ine:s 

Se,'-.- r , e - (Jon. A firnal po:itive developmpnt hic been the 



introduction of village level grain storage silos. Four of these have been
 
constructed with the entire cost borne by the villagers and other villagers
 
have 	requested similar silos.
 

Although the SCAD activity, which has now been merged into the extension
 
sub-system, provides useful information for the e4tension program and project
 
management, the quality of its work could be greatly improved. 
By far the
 
beat data being generated is on marketing. There are also reliable general

orders of magnitude on area planted, yields under the different conditions
 
that prevail in the project area, and total production of maize. The data,
 
however, are not accurate enough to measure year-to-year changes unless they
 
are very large, or accurably discern medium-and long-term trends.
 
Consequently, it is usually not possible to reconcile SCAD's data on changes
 
in production with the data on changes in maize marketed. 
What is needed is
 
improved supervision of the data gathering and a better overall methodology.

It is recommended that short-term technical assistance be used to advise SCAD
 
on how it can improve the quality and utility of its information within the
 
resources that it has available.
 

The marketing subsystem continues to operate as a self-financing
 
activity. It has been redesigned as a much less ambitious program than had
 
been 	provided for in the original Project Paper. Its activities now consist
 
of 1) the collection of marketing data for maize and other crops, and 2)
 
leasing trucks to small maize traders who do not have the means to buy their
 
own. 
The leasing of trucks is a valuable service for small businessmen and is
 
easily self-financing. In fact, the profits from the Iiase of trucks could be
 
usec to provide ckedit for the construction of silos which would also fall
 
nrler the category of marketing assistance.
 

As far as staffing is concerned, the situation appears satisfactory at the 
msdd,: and lower le'-els. The PMU and PRE senior staff are also very sLrong. 
Th oi weak link appears to be at the senior levpls of the Extension 

b-s"~te . Cleni:ly much of the improved performance of the sub-system is due 
tc. the tvchnic- uY: maneerial guidance of the two expatriate agronomists. 
:, c r~--t rief of tht sub-system is not a university graduate and is 

r, at. ~y youn. and does not have the qualifications for this very important 
F: 	 i.¢. t ther, the other senior positions in SSAV are filled by

ii!du' B s are a gcra, lower than is called for in the staffing pattern. 
D ti , fanal year of the project PNS needs to determine what are the 

!n.!r L..S. i± C3n required at the senior levels of the extension program 
: e th1 c:inut. z, of a stisfactory level performance. As soon as a 

,c_ -s m de to continue extension activities in North Shaba after 
,, -; 3-i. Ps Ehou d g,,ve top priority to recruiting a university 

g-:.A~c to to extension and adaptive research program. 

Tn'o , f rot the ~tandpuL.nt of ,chievements, the last two years hove been 
arZ: * . rt. :-oectiv*. o'f the entire project. 1rowiver, despite the strong 

. , z.:.ng, it that the level of performance.. is doubttul same 	 could 
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continue without technical asristance. This is perhaps inevitable in Zaire, 
where qualified personnel are in very short supply. It is also understandable 
that senior staff do not wish to remain permanently in Kongolo. Once key 
senior staff leave, it is not easy to replace them. This is especially true 

of the technical and managerial positions in the Extension and Adaptive 

Research sub-systems. 

The recommendations relating to implementation for the final year of the 
project are:
 

1. PNS should determine the maximum economically feasible sale price for
 
Kasai I seed and formulate a strategy for raising the sale price to that
 

level. As part of this effort, NS should train exteasion agents on the value 
of seed and ways of communicating that value to farmers. 

2. PNS should recruit a university graduate to head the Extension and 

Adaptive Research subsystem, and determine the minimum qualifications 
necessary for other senior positions in this sub-system. 

3. Short-term technical assistance should be provided to increase the quality
 

and utility of PNS data gathering and analysis activities. 

C. OVERALL ASSESSMINT OF PROJECT SUCCESS 

The essenti&l difference in North Shaba between 1985 and when the project 
stated in 1978 iF that for several years there has been a sustained increase 
in th~e production of maize as a cash crop by thousands of small farmers. In 
riro:on-(- tc. t 1w:.rcrT-ised production capacity the private sector marketing 
syfte= :ip, exp&.,ded and become more effective as well as more competitive. 
The inc¢reared purchasing power of small farmers has led to increased 
com :(al activity which in turn promises to mak,' North Ghaba an attractive 
location for further investments. Much of this atativity now has a momentum of 



its own and is not directly dependent on PNS, but the process began when PlS
 
started improving roads, distributing improved maize seeds, and working

closely with Shaba authorities to assure a remunerative producer price at a
 
time when real incomes throughout Zaire were declining drastically.
 

PNS has also put in place key support servicestthat are needed to keep the 
process going. M.stly since 1982, PNS has succeeded in creating a largely
adequate seed proluction system, a well functionh.ng multi-crop extension 
system, and a road maintenance capacity that is highly efficient by Zairian 
standards. Unfortunately it does not appear that this support system can 
continue it its present level of performance without AID support. Technical 
assistance is still needed for road maintenance, adaptive research and seed
 
production. More important, there is no reliable souirce of financing for 
these activities. As things now stand, if AID discontinues its support in
 
March 1987, all development activities will depend on financing from the GOZ
 
Shaba budgets. If this happens, the road maintenance and extension staffs
 
will have to be greatly reduced, salaries will be late and irregular, and
 
equipment will gradually deteriorate because of lack of maintenance and spare

p&-t. The inevitable result will be economic stagnation after a few years,

and gradual decline to the conditions that prevailed prior to the start of PNS.
 

Assessing overall project success boils down to two issues:
 

Could better project design and implementation have resulted in
 
significantly greater impact or lower project costs?
 

Would a different project approach have led to greater benefit
 
sustainability w.:thout greatly reducing impact?
 

The answer to the first question is clearly yes. During the early years,
the project should have focused on roads, adaptive research and extension.
 
So:.n afterwards the nned :-or seed production capagtty would have become 
evid..ent arwi :ould have been addeu. A more careful design would have 
rt.{-otizedt.iit. t1iire was nc. need for the DGF sub-system and the Marketing

S--. . , t.-;fn r -110jiv-.d, .brt on the other hand an effective Data 
C; c .ac.dknailyE:;. corxnant would have greatly helped the project focus 
en 'uly J~"*r 2'1on co. -tai:.s. Reducing the rumber of project components
woi_ d h ,ref .Ler in. substantially reduced technical assistance, and project
1aT.i.i;-:t.i. hw.: bten btter abi,. to focus the issues that wereU. * v on most 
crx:.c" r,->zji cucr--ss. it is possible thnt the quality of roads 
corzitru:t,-.- by "'NE wiith tc-o hicL, but this is ler certain. The PNS approach
is 4:. ,.:-. t c't r a roaL at the level of the surrounding terrain, add 
la .::r, oi..} w:i te local SouL cannot support traffic, and assure adequate
drJ.",. t, r :. e."osior.. ThL eiad result was roads that ar. better than 
nenu. . t, t:c..le behind the deeign is durability, not i peed. Finally,
tht. . 2!t-y turne-d out to be much more extensive than necessary. 

-8­

http:functionh.ng


The key implementation shortcoming concerned extension and seed

production. 
 For the first four years the project conducted essentially no
 
adaptive research with the result that the technical package was not well

understood by the As turned out,extension staff. it the performance of this
sub-system improved greatly in 1982 and, with the three year project
extension, is now performing effectively in exteno.Vn, adaptive research and
seed production. 
If the project had ended in 1983 as originally planned, this

key component of the project would have been an emarassing failure. 

Despite design and implementation shortcomings, however, the project was 
certainly a success in terms of impact. 
Although overdesigned, it was
 
essentially a small farmer oriented project aimed 
at eliminating constraints
 
to increased production and marketing. Once the i mp'lmentation problems were 
corrected important accomplishments were achieved and today there is a dynamicrural development process underway, based on small farmer agriculture and 
effectively supported by PNS programs.
 

However, the problem of sustainability remains. Could the same impact
have been achieved in a more sustainable way? The P1S approach was to create 
its own road construction and extension capacity, along with the necessary
logi.stic and analytical back up and a central Project Management Unit. The
 
alternative would have been to depend on existing institutions in the project

areL or possibly elsewhere in Shaba.
 

For road construction, the need was to construct 750 km of agricultural

roads, including bridges and culverts. The PNS experience showed that this

involvc, major logintic and financial problems, many of which were overcome 
o '", with th.' ie! of the WMU and effective Morrison Maierle backstopping.

is also 1_tle dcabt that fewer roads would have been rehabilitated
 
wl'.-hout the techn.c&l assistance team. 
This approach was essentially an
 
alternative to depending directly on OR which clearly did not have the

im .erentation capac:ity to construct the road 'net~4rk. Thc other alternative 
WOLJ.d havt bee;: to va(- Zairian construction firms. It is unlikely that firms
cet'ble tc'ing cn a job of this size were available. If they had been,

" . . tard Lv ~n.ot,.o hiyu been as productive as the Infrastructure
 
- t buc. .".e ot_ r harA the technical assistance and logistical
 

support co.ts wD!d p'.a.ably heve been much less.
 

ti'. ........ :r the key requiremnts were for seed production and 
d~i:st:-:- ': u;'.s: --Seed production on the scale needed for the_' 
pro- ...-... trgn contractt- ;r9- ion of farmers and good quality 
C'0T , r ce d -ryinr and processing. Effective extension required
adv:!)L-ir -. .!!i", uyLr ca!Jre2 Eiupfzvised demonstration plots, and continuous 

e:* '-r. .r' fo~v ::!iio:, acnts. it was clear that the DOA was not in a ;:..c,n c :, ' ' of thes;.- tasks. PVOs and missions could have
pr,:ucy:'ur7i:d ::-eJ .i rtities cf ise'2 seed but it unlikely that theyw... , :L., c;., to crver tle entize project area. Similarly, they could 
ex -i': to thW. of itr-roved seeds, but they could not have.,-,-- vt.iie 
moun: .. n Av... vulti-crop adaptive research and extension program
the,, is ov- . 
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It is difficult to determine what would have been the development impact 
of using existing institutions instead of creating new ones, but it is quite 
likely that production increases would have been less, fuwer roads would have 
been rehabilitated, and there would now be less of a capacity to addreso the 
next generation of production constrainto following the introduction of the 
Kasai I maize variety. Also, and critically important for the first five 
years of PN8, it is almost certain that without thePMU, maize producer prices 
would not have increased as rapidly as they did. PNS was extremely effective
 
in making the case and mobilizing support for higher producer prices to a 
government that was primarily concerned with maintaining low consumer prices
 
in Southern Shaba.
 

In terms of sustainability, it is doubtful that ttere would have been any 
significant advantages in using existing institutions. Without the
 
AID-financed technical assistance, road rehabilitation would have been less 
efficient and of a lower quality, and the extension system would probably not 
have been worth continuing. The key, however, is finances. Sustainability 
requires, on the one hand, something worth sustaining, (i.e. a significant 
development impact) and on the other hand, the necessary resources. The two 
are related. Roads, for instance, should pay for themselves. This means that 
for PNS the transport savings and increased agricultuxal production should 
generate the revenues needed to maintain the roads. For agriculture, the 
basic support services needed for increased production, in this case improved 
seeds, should be self-financing. The field testing and extension of new 
technologies, however, are development related activities that should not be 
expected to be totally self-financing. These basic suctainability 
requirements apply equally to the PNS approach or alternative approaches that 
de.-fnd mre on existing non-government institutions. In the final analysis, 
sacrificing impact means that fewer resources will be available to finance 
development activities, and therefore the level of development effort will be 
lower over the long-run. A well-designed, but more expensive development 
program generates economic growth and the resourceS necessary to finance its 
activities.
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III THE SUSTAINABILITY OF PROJICT BENEFITS
 

A. ACTIVITIES TO BE CONTINUED
 

The previous section generally confirms what is already known about the 
project, most output targets and development impac4targets have been met or 
exceeded. However, as noted in the introduction, the purpose of the three 
year extension was not so much to add to these outputs as to assure the 
sustainability of project benefits. Narrowly defined, this means assuring 
road maintenance and the distribution of high quality maize seeds so that the 
increases in the quantity of maize marketed can be maintained. Broadly 
defined, it means continuing the rural development pr>cess that was started by 
PNS. This involves:
 

1. 	 Continuing to increase the productivity of small farmer maize 
production.' The past year's experience shows that farmers in North 
Shaba are not assured of steadily increasing lucrative maize markets
 
year after year. In a competitive situation productivity must 
continuously improve. This will require 1) new maize varieties, 2) 
fertilizer, and 3) further improvements in farming ,oracticea, 
including grain storage. Also it appears that the movement of Nyunzu 
farmers into new forests should be slowed down to prevent 
deforest.tion. At the present time it seems that the only way to do 
this is to introduce fertilizers, if and when they become 
economically feasible at the farm level. 

2. 	 Increaroe the production of crops other than maize. Cassava, palm 
nuts, pr t.ut., a to a lesser extent cotton are important cash crops 
in thc project area. Product-Ivity, however, is very low and the 
project is now beginning to extend improved technical packages for 
all .f these crops except palm nuts. Adaptive r,-search is also being 
done on less traditional cash crops: rite and sybeans. It is 
cc: .ce;:,,'e that these crops combined could exceed maize source of 
cash 	inc-ore and food supply in the project area.
 

New t!, 4 thc bx.ic maize production package has been widely adopted the 
fc~cus '.f tm ej-c.r-son program ir on 1) achieving further increases in maize 
p:o.;tct%" ,.C',€ 2) dixersifice.tlon into other crops as alternatives to or in 
rctot:~ti:- -it:. Loth incrt.-ed maize productivity and movement into 

oth-er cr,..,. Ii rec, ire extension and adaptive research. 

r: .~-~,: ,L ,-! %Jiebro.d defini4ion of sustainability in deciding which 

act vitj. , b. con- inued. Thus PNS har consistently advocated the 
czritiruu'lor: o± .rad .trtenarce,seed production, and adaptive research and 
e)-tonr., .. & .Mi- th- certaLinl_ seerE&to be the appropriate approach, the 

( -a(....: vity. /pyovrcao 'Ly the prciect doef, not reflect the commitment 

tc' c-. :. -:.'on tr-it is ne;ifeC to achieve sust.nability in Zaire. PNS 
-ht .i:, 3. v , r .utmr t, reiuce or terminate activities. There are two 

mri. *- fr this. (ne it that it is very difficult to terminate large 
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numbers of employees in Zaire. Related to this is a feeling on the part of 
Zairian management that they have an obligation to keep their permanent staff 
(i.e. not part-time or short-term) on the payroll for as lor3 as they can get 
funding. 

The more important reason, however, is that the project is now functioning

better than it ever has. This means that, in genefal, a reduction in level of
 
effort will result in reductions in outputs, and the only output clearly
 
destined for termination is road construction. More specifically, reduced
 
inputs across !11 project components would result in declining road quality,
 
less progress in seed production, and a lower level of extension services for
 
fUrmers. Pcrhaps not surprisingly the project has found it difficult to
 
decide which outputs should be reduced and by how much.
 

PUS in conjunction with AID should give top priority to defining a minimum
 
leve2 of activity to be continued after March 31, 1987. This oxercise should 
be kf&Ld or, thc : ecogiition that the present level of activity is too high to 
bt u.:.ancia11v in purely context. outputs tonuanable a Zairian Therefore, 
b.e- reduced o: terr:..nated should be specifically identified as soon as 
pos-ib-le, an&s .aent toward the reduction of those outputs should begin well 
befoie the schedL2"f.d PNS completion date.
 

At AID'r rc-uxnt , PNS has taken a close look at alternative approaches to 
rcp, * T,-tena-iis effort begar in 1984 with the report, Alternative 
Mi.h .. 
rc : 

f 
:omun(.. 

c. and ErTAGT!ICO Rural Roads in North Shaba. This 
,mechanized approach that would maintain the roads at 

thr 41ti; : ! i. More recently, this analysis was updated. The three 
l rt' !:7f C-- considered in the latest analysis are: 

Cort/km 	 Total Cost 

M-chazited (60 kri/hr) Z 8,200 	 Z12.0 million 

Me_'- ."red (3m,'hr) 6,100 	 9.1 million 

....
h ..xi 	) 4,700 7.0 million 

per¢ .ment, 
S '" '.... r," in Ann.Y .. These c,3vts are based on 

prc., -t t . t4-h. ere r:.o: .c:-. than OP 

..W2,e X, eq' ' and fuel requirements for each of 

er haL achieved 
nre, czniii y iv~e- than those achiev-.d byi ,-.:,: t.,." : . ASF:r,. 'L cu!". . te"h'iLa .istance (at 
le.-	 L Mi-. v>t,presenr-e -,f the Ci.*-',P or s-- Cther entity 

S- * and E. --tt I i.rt and to provide general-	 if&l
let: '._ i."-- .. , .h :,'.-tivitr .... " , w ' . n t ? 
c i..3; '-= ' .. i ane i. ri>, j.r ba-'. crn the consi-rvative 

rtfro:*..- , C'tic-. 1 (6C k: . 'r-=oi'ds) C.,n the qrr-'.nje that 
' !t :r axtac.... tY)e road' F-- thi..r exiisting level 

a :..... c , t'-in, wh t 1,l ei1n -,E6 w~th, revenuE~ts 



generated in the project area. A standard economic analysis based 
on traffic flows would almost certainly recomend Option III, or 
something lower. The choice of whether to maintain the roads at a 

higher level than Option III would depend on whether the increased 

economic activity resulting from the higher quality of road would 
justify the additional annual costs. 

Although there is a lack of data for calculating the benefits of
 

improved roads, it is unlikely that Option I would generate a
 

significant increase in economic activity over Option I. The level
 

of traffic and economic activity in North Shaba is extremely low by
 

any standard. Increases in road quality can be justified only as
 

long as they contribute to increased agricultural production. 
Improvements beyond that level simply result in transport savings 
which in North Shaba are likely to be miniscule compared to the 
irT'evtment and road maintenance costs involved. However, there is 
evidence that Option II could generate a sufficient increase in 
economic activity over Option III to justify the additional cost. 

The maize marketing experience in 1985 might be an example of 

benefit,sto be oh:.ained from roads that are more than barely 

passable. Because of low maize prices in south Shaba and other 
problems such as scarcity of credit, maize marketing in north Shaba 
was not as profitable as in previous years. Perhaps for 
the first time since the project started, traders had to consider 
the corts c'f tranisporting maize from villages to the railhead. The 
result wan that in Kongolo Zone where most of the improved roads are
 

located, maize marketed increased by 33 percent, from 12,000 tons in
 
i Or,' tc :r-!i 1985. In Nyunza where most roads have not 

been re.h~lilitated, maize marketed increased by a maximum of 5 
per ent. 

A:7hovqh the evidence is far from conclusive,,4t appears that a 
quality .-f ruxl rond nat is above the bare minimum for crop 
evac~. . i. cn generate sufficient economic activity to justify the 

,- - . n.orth Shaba, the additional cost would be 
E 2 _ p !-E:ir (equivalent to 500 tons of maize at Z 4/kg).
 
It I h,.z$ t, . ',irvc thct in the entire project area the economic,
 
not tc oti:ii. l -ij-fits from the higher level of road, would
 
not -17--%.:c-.e: L .' .ilion.
 

Til .':..T.r-.---'ti-.ver, for cc-zitinuing the agricultural activities have 
not I:-n a:-. in at. much detail. PNS has established that the 
, rco* a; .iir, at least 200 tons of third generation Kasai I 
sEe: 1. -. tC': rej.ca degenezeted veeds. Determining the 
ap-.: *,. o" th. rc,rnsion and adaptive research program is 
MIT T. ;'. 1,;" intainc that an extension program should 

,-r. jC,: 9 f amllie;. Thus, if there are 25,000Ct r 
fe.., 7 i . r, , area, :+c necd is for ,°0 ext-.nsion 

.- -'., - f)lt hat- aboat 60 agentc and ESTAGRICO has 
at;m " .. o,'i baut rot bl.ng paid. The ceneral 

r-i urthre. :r iru.':_ud bt- soucht fc~r about 100 
. .;, . ,. n ' t , fu.lJ' st.b f extenrion piuogram is not 

-,,.€ :.14c i., c r ..;t 7,,-br. , c -t xt. 



What does not appear to have been adequately considered is that 
to a certain extent, there is a tradeoff between adaptive research 
(i.e., on-farm testing and demonstration of technical packages 
received from research stations) and extension. The better the
 
technical p.ckage the less extension effort is needed. PNS should
 
explore the staffing and cost implications of an qtension program 
that emphasizes adaptive research and extends only technical
 
innovations that are demonstrably superior to what farmers are now 
doing. The objective should be to develop as clear an underetanding
 
as possible of the implications of a joint PIS/ESTAGRICO extension 
program that is no larger, and possibly smaller, than the existing

PNS program. As noted above, the extension program is now working
 
about as well as can be expected. A reduced or moreidiffused level
 
of effort will almost certainly result in reduced impact as measured 
by increases in farmcr productivity.
 

In sunary, this report recommends that the PNS broad definition 
of sustainability be retained in selecting which activities are to 
be continued. The activit 4 es to be continued are: 1) a level of 
road maintenance that will permit travel at 30km/hr, 2) an 
extension program that emphasizes adaptive research, and 3) seed 
production using the personnel, equipment and facilities of the 
extension program. The basic issue to be addressed is whether these
 
act±vities can be sustained without AID support after the project
 
completion date of September 30, 1986.
 

B. INSTITUTIONAL SUSTAINABILITY 

The Project Agreement for the three year extension called for 
in,"itutional sustainability to be achieved bI integrating road 
maintenance and agricultural extension into .8TAGRICO and finding a 
pr.. vate enterprise to produce seeds. The fi-:st sEep was to have 
b."I", the integration of the Infrastructure sub-system into 
Es.-G.. CO. This occurred on June 9, 1984. Now called "Ponts et 

1":1E ( -''.Y," t'r r'a, rehabilitation nitl maintenance 
prour:am is an autononous organization attached to RSTAGRICO with the 
PR; Director reporting to the Director Gene.' . of ESTAGRICO. 

In contrast to rond r.zintenance which I. been institutionalized 
aF . in the Project Agreerment, seed .- .oduction and extension 
a:.e st±2l p-t o2 PNo. Tne demand f6r seed.- in North Shaba is too 
c.-r e. production to be profitable. AID and PNS have both 

reLc'5or.:tc tia the Lbe program will not be taken over by a 
pr. .te bur-nvec. It ha!. therefore remained part of the Adaptation 
ai -1-.,-< ±on Sub-ue's (W;2AV). Ac will be discussed in more 
dzev. latetr, t it hLs tu:r-nd out tc be an acceptable solution 
becaE ;use,, by .. ir - averhrdd pelsonnel costs with extension, the 
spec- ;1rccrar iF ap7 roa chl :g financial sif-sufficiency. Beginning 
in 1tJu:,e i93',, JNZ bec zrn nking preparations for the integration of 
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8SAV into XSTAGRICO by preparing a preliminary joint vorkplan for 
the 1904/85 agricultural year. This was followed by a meeting of 
XSTAGRICO, Department of Agriculture, AID and PNS to agree on steps
 
to follow in reaching an agreement on how to integrate the three
 
extension systems in the project area under ESTAGRICO. This meeting
 
was initiated by AID and PNS.
 

All subsequent actions have been essentially PNS initiatives.
 
In January 1985, joint PNS/DOA/ESTAGRICO sub-committees were set up
 
to coordinate grade structures, set up a geographic organization,
 
and prepare a 1985/86 workplan and budget. Also, a draft agreement
 
was prepared based on the agreement integrating PRE .Into M8TAGRICO.
 
In May 1985, meetings were held in Kongolo which appeared
 
promising. The situation soon deteriorated, however, when the
 
Department of Agriculture in Kinshasa began openly expressing
 
long-held reservations about integrating a largely food crop
 
oriented extension program into a financially and managerially weak
 
cotton company. The latest development is that ESTAGRICO has
 
verbally informed the DOA and AID that it is no longer interested in
 
integrating extension systems mainly because there are no assured
 
sources of financing.
 

The present situation with respect to institutional
 
sutainability is that road maintenance has been attached to
 
ESTAGRICO a,.proposed in the Project Agreement and progress is at a
 
r-indstill bt far as the formal integration of the two extension 
pr- rb.ms isi concerned. It appears that for the next several years 
c. ? et.-ix.:rugram can be continued as part of the Central 
Shtiba Agricultur(l.Development Project (CSADP). In the meantime, 
there h..& been no real test of whether the Agreement between DOA and 
BSTR:ICO rentlng PRr is a workable approach to institutional 
sustain&'aility for dekelopment activities in Nore Shaba. 

'* asrxntor Ihind the agreement is that ESTAGRICO is better 

....tic, join y than the DOA or C.*.. H~owever, it 
, r--g:i-a at ttL time that the agreement was negotiated that 

f , tr. ,.esented several problems. On the ESTAGRICO side, 
tne f .V:.Z u.:2J :nq to assume responsibility for road maintenance 
it, ; ,.n.e . c area ithout,assured financing. On the 
D/A.', :±r, ...... were re rvations about ESTAGRIC.'s manicgement 
ca, ., ."r co'.itd*nt to PiS ol1&vctives and priorities. 
For tV.h r, ",.. th the existino PPX er.reement and the draft 

, L.: exatrnsior
agJr .: . th, i:'rurat. of stress the autonomy of the 
orgqw .?t,,. r .: ccir- to EETAGICO. PRE is resprinrible for its 
owr. '..',the toequipment is "mde Erviaiable" 

ST;..", c. .r. o".. PPY work approved
r Lold" and th pro 7,zn irr 

and ev - p. . ,ic&.L'y t,$& "Comlte 61,ecial" conricting of 
r 're :-:',ve- ,c. .., the .ecc& authoritics, the DeTiar'tlent of 
A%rict..iv, ,, £,.::C , AID, Lnd OR. ESGECO cannct unilaterally 
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make changes in the PRE program approved by the Comite Special. The
 
agreement calls for ISTAGRICO to provide overall management for a
 
fee of 15 percent, but does not list the specific management tasks
 
to be performed.
 

There has been considerable progress in the ab lity of PRE to
 
manage its day to day operations. PRE now has its own personnel and
 
financial management offices, and it has its own set of auditable
 
accounts. As was the case prior to the integration, PRE has a well
 
qualified and motivated staff that is able to effectively carry out
 
the road maintenance program as well as maintain the equipment and
 
manage the inventory. There continues to be a need.for technical
 
assistance, however, especially for the chief mechanic position.
 
The over&ll issue of personnel sustainability and technical
 
assistance requirements is discussed further below.
 

Thus, experience since 1984 indicates that PRE, with logistics
 
support frem PNS, can manage the day-to-day implementation of the
 
road maintenance program. What is not yet known is how well
 
ESTAGRICO can provide overall management support. Early in the
 
transition perio. , PRE needed help in setting up its overa *.
 
management structure and its personnel and financial mana. 
tent
 
systems. This sv.pport came from PNS. It was generally re )gnized 
at the time that PNS could perform this function better th, n 
ESTGPICO L:,d there were no objections to thin support being
j_:*-xided. .-ormally it would be expected that in agreement suchan 
a: t,.: one -Lie.parent organization would be responsible for broad 
ri.. .hL 0 activitiee and wouldnaq:nt over: .of k initiate corrective 

-a wn : r.jsr problems arise. ESTAGRICO has not been 
i"ftrr:a1i c,9 thio rLnction, partly because most of the PRE activities 
vCor.n!.ue to be "rTnnLed by AID or counterpart fun$i through PNS. 
PPS hf, a C tinuing need for .oglstic support, primarily to 
art-;: e te.ey w-r-p3v of fuel and spare parts and to faciliate 

.7.
C'.'c~ w'*f- :ttutons and businesses in rinshasa and 
.. 15 ; C)' is~ ncu. being piavided by the PNS 

- . ' ciC,. xn ,i- as called for in the DOA/4STAGRICO 
agr.-,-.-... TI:e Di.PC:if c Party als,. provides wenagenent support
in ,i 4c..:ity ,: *'.';., tc the 1-anagirvy Director of LSTAGRICO. 
T~ijL 3.,-s~ pr:Vf.w.C i "U in the ag:eeom-nt. 

'2 .n: r~m:Kt is thn" _FS AGRI.CO h.t been only mdnimally 
inVc:,. 'r the c-y,.a: i .:,ement cf P., The main reason is that 
the ' '.L': foro.- conzid.rLble PNS vupport until the 
sch.I,, '.>2 rf z.rhf Jnother is that It hasm 'etin nrc-ect. reason 
prov.... t z:fu c recu.Lzr for asirtr :e that 
re'.L~r, . c or.v.:nun. ¢,. , I.o'.it iS coaior practice in 

'. Lr<t+ .,e
Eoc'.. cttfr:- : to help each c: tier whenever 
th.. c.: 'rJ *. e:2 1-2.i-, act.vit" in the a=a, PN1So " 
if: C ' o.1. Sf_Eteiice, ]ut it Ohoule1* b nte('.9 that there 
arf! a r....t: .;'? 1L-ne:itL; ftcr thE help o. others. 
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For these reasons, it now appears that another year after the
 
end of the project will be needed to fully test whether the PRE
 
arrangement can function without PNS support. In the meantime,
 
special efforts are required to begin increasing the involvement of 
NSTAGRICO in PRE management, within the limits of the agreement and
 
the 	realities of working in Kongolo. The eyperien~e of the next two 
years will indicate whether:
 

1. 	PRE is functioning well with effective support from
 
ISTAGRICO, or
 

2. 	 PIE is receiving very little support from EBTAGRICO but 
is able to function effectively anyway, or 

3. 	for PRE to function effectively it needs more support 
than ESTAGRICO is able to provide. 

The first outcome implies that ESTAGRICO not only provides all
 
of the logistic support needed by PRE to operate effectively, but
 
also takes initiatives when necessary to maintain overall PRE
 
performance at a high level. This is what had been hoped for in
 
1983 when AID decided to try to integrate road maintenance and
 
agricultural extension into ESTAGRICO. The second outcome implies
 
that PRE can function more or less autonomously as long as it has an
 
institutional home. .n this case the only issues are whether 
ESTAGRICO provides a better institutional home than DOA or OR, and 
whnther ESTAGRICO brings enough to the arrangement to justify its 15 
pIx .ent fee cr even to make the agreement worthwhile. 

Based on the experience of rscent years, the third outcome 
appe.rE to be the most likely. It will be extremely difficult for 
PRr to maintain a Fntinfactory level of performane unless it is 
pETt of a largr oryanization that sets goals, priorities and 
pr, uCti±vity t,£tandard,. PNS has performed this function in the past
V . ' " r,lt Also, . cannot implement its program 
vw5 th.,x: 't .v !og'.atic support, including a logistics office in 
Kia:ra sa. 

The tain p.-blem is that ESTAGRICO is not a well managed 
orrar.- :: . hi; Is mnst obviouz in its extencion managed 
or%--ivntio.!. For a rooinuin production of 3,000 tons of cotton 
EV-,..VL,;: :od an exterajirn rtaff of 140 agents (compared to PNS 
whic,' n t.L a-ent lo- 90,000 torn of maize) and maintained its 
rci t-~:. & sy.rt'.. that cozts twice as much per kilometer 
ars e't: :: ustem. Vo action was taken to correct.: o- Pf,;.§ 
thes .- M.ln. LrtiI :rly 19-. wh.n fintncial problems (and the 
ava!2: .1o":; , P, e the to life all of ther road workers. 
ThL t;, A'r off: c-Lt of th&.r extension agents. ESTAGRICO 
has ti)p-... 1:,. i,. thee t. o:g:nize an effective logistics support 
of-ic. in . t.U has had to d.:jend on PNS for this support. 
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The owners of ESTAGRICO have been trying to turn things around.
 
There has been a steady turnover of personnel and it now appears
 
that there is improved management at top levels. This# however, may
 
not be enough to improve ESTAGRICO's performance. ESTAGRICO has 
been operating at a loss since its inception, main9p because the 
cotton industry in Zaire is in the doldrums, and it, is not clear if 
anything can be done to improve the situation. One possibility, of
 
course, is for ESTAGRICO to shift out of cotton into foodcrops. 
This would be a positive step as far as the sustainability of road 
maintenance and agricultural extension is concerned, but farso 
ISTAGRICO has not moved significantly in that direction. -

In short, it is not at all certain that ESTAGRICO will provide
the institutional suebtainability that had been hoped for when the 
project was extended, in 1983. However, it still appears to be tha 
only alternative to the DOA and OR,. neither of which has the 
capacity to manage rTwal development programs. USAID in conjunction 
with the GOZ should continue to look for alternatives. In the end, 
the only possibility may turn out to be agreements creating 
autonorous organizations attached to DOA and OR, following the same 
mode! that was used in the DOA/ESTAGRICO agreement. 

Another aspect of institutional sustainability is the continued
 
availability of qualified personnel. 
The key personnel requirements 
for road maintenance and agricultural extension are: 

!irector of PRV 
Chief ntchanic
 
Field supe -isors for road maintenance (2)

£':rectors for extension, adaptive research and 
s&oed production (2) 
, :enior vuporvisora of extension agents (3) 
Director of Finance and Administration for PRE 

- ct- of Finnce' a d Administration for extension. 

Mazs 
staf: : l t1.En ,. of Agriculture and OR. This, however, 
rer: A L i : ,1 i e~:' by PI" and AID. What will happen in 

t , wi".! ef2en6 n,-. what is taken to 

1r, rt -ent Pi;S h succeedfed in obtaining qualified senior 

o' approach 
pe .- rer:., m'. and d-velvert. PNS han always given a high 
pr .i. , L' this of" marnjzz: ccnw.t. In contract, EE'TAGPPICO does 
not. , 4"-Ca n:.f, the and traeizing of seniorccet .p on recruitment 

,.. .. k-.y positions are generally held by 

,EV . .'...a i iF,rc.pz-nsible for contirnuin- PactStr.in. . ziI 10-') p '7r4 t: oni seni~or s~tff l~opment. 
The . ' i"].'it. to b) sr.i.r'es. highly qualific-d and 
mc . c Lzz 1 i2 1 htv to bl t e by hgh p~ay tnei guc'14. 



benefits. This has been reflected in the PIRE budgets presented in 
Annex A. Similar salaries would have to be provided to senior
 
agricultural personnel. Qualified personnel do exist in Zaire.
 
However, most of them are in the private sector where they can earn
 
much more than in government.
 

It must be emphasized that the present level of performance of 
PNS and PRE activities cannot be expected to continue without
 
technical assistance. The most critical need is in the agriculture
 
area. At present there are no university trained Zairian
 
agronomists on t'e PNS staff. Even if there were, they would not be
 
able to keep the adaptive research and seed productio activities
 
going without technical assistance. They have the necessary
 
technical training but are unlikely to have the necessary experience
 
and managerial skills. For road maintenance, the most critical
 
requirement is for a mechanic. PNS was able to keep its equipment
 
going 90 percent of the time in 1985 which is almost unheard of in
 
Zaire. In short, technical assistance must be considered an
 
essential element in assuring the sustainability of PNIS benefits in
 
the medium term.
 

C. FINKNCIAL SUSTAINABILITY
 

Wh-..r- PNS was extended in 1983 it was recognized that the most 
difficult sustainability issue would .Sehow to finance the 
activitizu tlat were to be continued. The problem was that, even if 
acti-iti-r were reduced to the baze minimum, the GOZ would not be 
I:*.....--.hivc thE, .udget&ry resources to assure sustained funding. 
Fina:aviea! sustiiinability, therefore would have to be based on local 
and : .vnal re;-anu,.-i. The Project Paper Amendment was not specific 
about r.cv there revenues were to be generated but it did call for a 
stu s ,o local revwnue generation to be undertaket in early 1984. 

'All Pro,-ct lPvret--;ent extending the project rec.aired a GOZ 
p:'., ,.of P1,,activities rnd a Caisve de 
Ste! :ia&-.' ¢n Crton..iere (CSCO) commuitment to finance at least 25 
plr".:c .c :--o.* n. 'ntnance costs. This same agreement projected 

0ocnl x,,,enue, would finance 100 percent of road maintenance 
cost",i 

-agricrltuxel extension would be fully financed by a 
cmtbz-nation of public and private sourcesi and 

s-o.ds .,:db }.roduced by a private business with 
ciL:ini hin; cinvErnment subsidies. 
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Thus far, progress toward achieving financial sustainability has 
been far from satisfactory. The betweencontract the Department of 
Agriculture and ESTAGRICO on road maintenance commits the GOZ to
 
cover all costs in accordance with the provisions of the Project

Agreement, which means that CSCO is responsible for financing part
of the costs at a level comparable to what ESTAGRdCO had been 
receiving prior to the creation of PRE. 
The agreement also provided

for counterpart funds to finance 75 percent of PRE costa in 1984, 50 
percent in 1985, and 25 percent in 1986. Extension activities
 
continue to be financed by counterpart funds and the GOZ budget.
Private seed production for North Shaba has proven to be not 
profitable for a private firm because demand is too Jow. However,
the objective of steadily diminishing government subsidies has been 
achieved. In 1982, PNS seed was produced at 5 times the grain

market price for maize and sold at 50 percent over the grain market 
price. 
In 1985, the cost of production and distribution was about
 
three times the grain market price and the sale price was double the 
market price.
 

In 1984, the GOZ and CSCO financed about 30 percent of the costs 
of road maintenance. CSCO, however, made its payment only recently
and part of that payment has not yet actually been transfei red to
 
ESTAGRICO. The total CSCO contribution is much less than ESTAGRICO
 
had been receiving prior to the PRE agreement. For 1985, the 
situation is expected to worsen. Counterpart funds will finance 
most of the extension activities. The GOZ will probably provide at
 
least Z 3 million for PRE and CSCO appears unlikely to make any
 
peyment. The funding shortfall for PRE could be as high as Z 7
 
million.
 

The most likely source of non-GOZ financing ws to have been the 
Ponds de Convention de Development (RCD), a tax paid by private 
sector industrial enterprises for the financing of agricultural
d#- :,,ncs:-t proects. There are two problems related to this source 

(.s'.e tirct is that PCD funds are usually made available 
t.xro anagrenmret ("convention") bitween the contributing firm 
L '56 the -- cipient and in usually for: a production relatcd activity
ti~at di, vctly bzne ::st the contributor. For instance, BRASIUMA 
mivh'. n)i:.i!y bx oeo-cted to help finance PNS if it could have 
prT,,rr. .: azces to the mtize being produced in the project area.
Tn r:ec3;,e, more difficult, problem is that the FCD was never 
in-,ended t, :rovide grtnts or finance recurrent costs. It was 
i.:.~-2: to finance agricultural production projects on a loan basis 
wit- provision for .izants for related social services equal to no 
m-rL t'ha: 2 percent of the total cost of the project. 

it -i !) -osriL. to get an exception to the 20 percent grant
uilc i,- it woulcl requite" high level interventions and would 

cetaily not bz given Tor an indefinite period of time. From the 
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standpoint of tax policy, using FCD funds to finance the recurrent 
coats of a development program in North Shaba would be a bad 
precedent. The recurrent cost financing requirements in this
 
country are enormous. Making the FCD available to meet these needs 
would virtually assure that no funds would be left for the types of 
agriculture production projects it was meant to f3nance, However, 
FCD support for PNS could be justified on the groulds that it is 
still a development project and not a permanent GOZ program. The 
implication is that FCD funding would be temporary.
 

USAID has been pursuing this possibility since early 1984. 
Numerous discussions were held with the FCD and its contributors. 
At the FCD's request, AID provided detailed information on the costs 
of road maintenance and other developmaent activities financed by PNS 
in North Shab but, one year later there has been no response. As 
noted above, part of the problem is that financing the recurrent 
costs of road maintenance in the PUS area would be an unconventional 
and presently unauthorized use of FCD funds. This means that there 
is no established procedure for USAID, PNS and ESTAGRICO to follow 
in trying to obtain FCD approval.
 

USAID has also made continual attempts to get the GOZ to focus 
on the broader issue of financial sustainability of PNS activities. 
Most of these efforts have been through direct contracts with the 
DOA and the Shaba authorities, suppoited by several official 
cormunications from the Mission Director to the Commissaire d'Etat 
for Agriculture. The subject has also been discussed uith the Prime 
r-i.nster by the AID Assistant Administrator of Africa and the owners 
of ESTAGRICO. The GOZ is fully aware that USAID support is due to 
end in March lSO7. There have been general expressions of concern 
and assurances that something till be done about it, but so far 
there have been no concrete actions. -

The problem is that the GOZ saimply does not have sufficient 
Z.rsc.re to fund all of its development activities. The DOA is. 
prarti-:ulp-:ly underfunded and PNS is only one of many small farmer 
develclment projects for which it is responsible. In fact, as
 
unlitivfactory as the situation is, it appears that PNS has been 
doi.; 1-etter than most other agriculture projects in obtaining GOZ 
fund in g. 

Av was correctly recognized in the Project Paper Amendment, the 
only long-term solution to this problem is to finance ongoing PNS 
activaties from local and regional sources. The Project Agreement 
was to have committed the GOZ to generate local revenues to finance 
the cortinuation of PNS activities. The GOZ refused, maintaining 
that i. cn.---itment to assure the financing of continuing activities 
wa sufficienz and it was inappropriate for the ProAg to dictate how 
that cormitment was to be met. USAID has continually emphasized in 
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its contacts with the GOZ that it considers local sources of 
financing, including FCD, as essential for the financial 
sustainability of PNS activities. So far these efforts have not had
 
any viable results. 

USAID initiated a major concerted effort to fmd local and 
regional financing about tbree months ago. The PN9 Chief of Party 
was detached from day-to-day management responsibilities to 
concentrate on resolving sustainability problems, especially the 
financial ones, As part of this effort, Georges Conde of the 
Department of Agriculture Bursau d'Etudes conducted a study of 
possible regional and local fmuiding cources for continuing PNS 
activities. This study, which vas done very quickly identified the 
following possible sources:
 

Z Million 

1. 	 Regional fund for the maintenance of 
agriculture roads 7.0 

2. 	 Tax on agricultural products exported 
by rail from North Shaba 15.0
 

3. 	 FCD (excl. CSCO) 10.0
 

BRASIMBA 	 (7.0)
 
AMATO 	 (1.0) 

WtrUNX(1.0)
 

T 0 T A L 	 32.0
 

in 1985. prices it is estimated that the costs of road 
main~tinance are about 210 million and the costs of a combined
 

F'n.C'r- , .sex-:ice would be between ZIO and 15 
mh Direct" of PIS has very recently commimicated the 

fir .ncr* of the Condt %cport in a letter to the Govenor of Shaha, 
alonc.. ,'-th - --. f activities tng.. r c;,; ication for keeping PNS 	 ,, 

'."!, re'.a ari ura. rc.ad nmaintenance fund, fin&nced from 
thf. Gn . , .:e ,em to hr. the most logical and reliable. For 

.ha, 5.....- LI6Vp :sed to be Z20 trillion, of w;hich one third. C..-
wcIu.x2id h,,.. 1 foC" I'crth ShaL> based on its share of 

r..rketd. Thi being Zaire, however, thie 
fun :.Qo r.: m:re certain tha- any other E.O., B.A., or 

L.l, t~... . r\,nc r nt. even exist next year, Luid even if it 
" .' c.:P h ., u. not be expected to get its ap;:..opliate share 

in tht. nl'.J: : of eventc, i.e. without continuous prodding at 
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The efforts of the PHS Chief of Party have focused on the lCD
 
contributions 
from firms that process maize, i.e. breweries and
 
flour mills. As noted above there are bureaucratic and possibly

legal problems 
involved in using FCD to grant finance the recurrent 
costs of road maintenance, however, a procedure fort PNS to use in 
applying for grant funds has apparently been establfshed and there­
have been general assurances from the contributors and the FCD that 
a funding request from PNS/ESTAGPICO would be favorably considered. 
A proposal for suiais.:ion to BRAE1iMA and other FCD contributors in 
Lubumbashi is in the final stages of preparation.
 

Hopefully, this latest concentrated effort has heithtened the
 
lCD's awareness of PNS and its financial needs. It is extremely
important that the application process not be interrupted. The 
proposal for PRE financing should be finalized as soon as possible
and presented to BRASIPBA, TARICA, AMATO and any other firm that has 
an interest in ccAtinued PNS success. Questions or requests for
 
additional information should be quickly responded to. 
If and when
 
contributing firm approval is obtained, ESTAGRICO, with appropriate

support from USAID, should present the proposal to the FCD and
 
immecdiately begin the process of obtaining an exception to 20
 
percent grant rule. 
Given the amount of effort required in this
 
process, the initial proposal should cover a three to five year

period. 
It should be clear from the process described above,

however, that the FCD camot be considered a long-term and reliable 
source of funds for PNS.
 

knotber possible source funds the CSCO. These fundsof is are 
legcilly part of the FCD but are in fact a continuation of
 
conributions by textile companies to the Fonds de Relance
 
Cotoa. -itre which ,as to be used to increase cottonoproduction in 
Zaii- . Most oi these fur"ds were used to finance extension and road 
maintrc z~oe. After the FCD was created, these contributions by 

" ., wt: ." * rt cf that Fund but continuee to be 
usd u .c .ay aac t*. n previously. Thun, these funds continue to be 
maz:a t ,y CSCO. Their use is excepted from normal FCD rules and 
prc: 'eL;, L:.uding the requirement that all projects must be at 
le&Lt;.. p-rcent loan finzanced. For this reason it was expected
that Co ib !i:urelia-ble source of funding for at least part of 
the c:.!LC o4 L:tivities that were to be integrated into ESTAGRICO. 

Ein,:e 19C-,, when the project was extended, the situation has 
chaicd cra'tiLcfliy. '."'e r e'tile co:ipanies experiencingare serious 
if ri,% critc'e .nnc_!l difliculties. FILTISAF in particular 
appez-,r r.'de Jtents 1985.Lo n*'e nc to FCD in Consequently, 
ESTAJc:TC( . Vy.ih rnor coulc have expected to receive Z20 million
for a', 2*:ic:ZC i]311on for rca: mainternance in 1965 expects
to r :.vt nr'.Jng fo ,d rli (-T±nrctand little if anything for 
extc:..a,. The feclinr of ES'TAGLICC- r,"negerntnt is that the price at 
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which they sall cotton fiber to FILTISAF may have to be raised in 
order to redace its dependence on CSCO. The short-te2m prospects 
for financial support from this source are very poor. In the longer 
run it all etepends on whether the textile industry in Zaire can once 
again become profitable. 

As was :pointed out in the Cond6 Report, the largest potential 
source of funds is a tax on agricultural products exported from 
North Shaba.. In 1985, approximately 45,000 tons of maize will be 
exported by rail from North Shaba. Maize is also exported by truck 
but in smaller quantities. At Z4/kg the farmgate value of the maize 
exported by rail is approximately Z180 million. A five percent tax 
on this maize plus some of the maize exported by truck would exceed 
ZI0 million. The revenues from a similar tax on other products 
could easily add Z4 million. Although a detailed study has not been 
carried out, it does not appear that a tax of this size would have a 
significant irpact on farmer incomes, trader margins, milling 
profits, or consumer prices. Thus, in theory, the project area 
could generate sufficient revenues to finance a large portion of the 
costs of road maintenance and agricultural extension. From a 
financial sustainability standpoint, the best that can be hoped for 
in a small farmer production project is that the impact on 
production can generate Qnough of a revenue base to keep some of
 
the essential developnent activities going. PNC is one of the very 
rare instances of where this has occurred and it is incumbent on the 
GOZ to make every effort possible to convert part of the increased 
resourcer generated by the project into revenues to at least pay for 
rocd mv.inter.ance and extension activities. 

It must be recognized, however, that there are serious policy 
iszuep related to the introduction of a new tax. Some of the most 
imo,-t.ant are: • 

i. It is unusual for a government to tax a relatively

'od.-'t c are. and return all of the revenues back to that 

area. Part of the taxes are usually and appropriately 
chennblled into the general regional and national budgets. The
 
Vice Governor o* Shaba has already indicated that he is opposed 
t= a ni: tax tLt would be used exclusively to finance 
develc.-mont activities in North Shaba. 

2. 1 e ituz'zicn of serious bhidgetary constraints such as 
exitB i " once a tax of this type is instituted, two 
p-or,}'.ms ._t !y occur. One is hat tax revenues are diverted 
tv) orh-.r r..iticelly highez priority uses. The second is that 
the.r it- r.z'-e to kc.ep increasing the tax until it becomes a 
di&i.:Lnr.6,, to productlon and a hardship on consumers. It is 
partLy of>s.such that the GOZ recently rescindedo± abuses 

th.E authrcrit% fo regions to create new taxes.
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3. Given the very limited tax base in Zaire, the GOZ must make 
decisions on new taxes in the context of its overall national
 
priorities.
 

The decision to ttx North Shaba agricultural produttion to finance
 
PNS should be part of a policy decision on how to finance rural
 
development. In Zaire decisions of this type are often made on an
 
ad hoc rather than fiscally sound basis but that does not mean that 
USAID should accept or encourage what amounts to an ineffective and
 
often economically harmful policy making process. 

Given the complex and difficult policy decisionsAthat are 
involved and the inevitable slow movement of the GOZ on this issue, 
it is very unlikely that a new railhead tax on agricultural products 
can be instituted before March 31, 1987. However, the tax base in 
North Shz.ba is atill there and it is generally agreed that the 
develo Xunt momentum started by PNS should be continued. For these 
rea~sons, it Araotill not too late to begin a high level dialogue 
with the Govex.nm-ent. 

The first step should be an official meeting with the DOA to 
review tht, pr~gross or lack of progress thus far and to explain why 
US;:) thinE that the continued financing of ongoing PNS activities 
i. not yet sati~factorlly assured. The meeting should discuss in
 
dtt:,: 	 : USAID's generally unfavorable assessment of the situation 
w.ih repect to the D.O., S.A., the Regional Agricultural Road 
1, , '.:. and CSCO. Tht meeting should also present,.P-cE PC"), 
t}, :;- nna," -sis of the tax base in North Shaba based on 

e .... of agricultrral products exported from the area. 

rx*tn objective bf this meetLng should be )o obtain GOZ 
to tudy further the posribility and advisability of 

.-. ing revcL es from the increar-nd agricultural production in 
h , i, estei FcoCp of work for such a study is 

pT C .. in 2 . B. t'his ctuay Should result in a neacific 
p. . u', to tau the incre ad agricultural proc-:uction in 

, , .cinc, a full anaIyi.s of the pros arid cons of such 
a 7 . ,fg thirn stui:y would then becomn the basis for a 
h.' . . dial:e bet'e..,n ;.iAID and the Goz, including the 
S.. 	 -.. -: at finn' ways of generating local 

e-, , . ,c c-.:, rr l development rctivitive in North 
S;- "' ''er : on .hi .u would be increased if this 

t. 	 , rf t: jroader policy dialoqrte on 
dr t. . .ra.t. ,uiderway, in thc ccn-.ext of the PL 

4:-:"'. . ; , ' P Y(,,,'; ,Z.A. 

4thi. r.rocesr w-.. 

of U:A'JD etup.,c,. en- the tim, 
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when an assured source of funding can im put in place. The key to 
financial sustainability is a meaningful commitment on the part of 
the GOZ and the Shaba authorities to keep PNS activities going. 
There are at.ps that the GOZ should take in 1986 to demonstrate this 
commitment. First, North Shaba should receive a zeasonable share of 
the Regional Agricultural Road Maintenance Fund. tecond, the GOZ 
must continue to finance road maintenance from the Budget Annexe, 
and both road maintenance and agricultural extension from the Budget 
Ordinaire. Finally, if the cotton sector can remain solvent and 
ESTAGPICO continues to function as a cotton company, funds would 

- need to come from CSCO. Illustrative numbers for 1986 in 1985 
prices would be: 

Regional Agricultural Road Maintenance Fund Z5.0
 
million
 
B.A. funding for PRE Z20
 

million
 
B.O. funding for PRE and ag. extension Z3.0 

million 
CSCO funding for roads and extension Z3.O 

million 
tO0 T A L Z13.0
 

mil lion
 

If funds are forthcoming from maize processors through the FCD 
that would be additional. This level of host country funding plus 
,.'_~_! on should be a precondition for:! proaress local taxation 
Continued AiD-funled activities in North Shaba and possibly even
 
going ahead with Project 105. Progress on local taxation is
 
particularly critical because PNS activities almost certainly cannot 
be ri-.tained if they must depend on the national budgets for their 

Ff~- t ,e ior.'-te, however, it should b, recocnized by USAID and 
t.-c . t t-t'ort fnT rural .pment is at least partlydeveo a 
qo' . nex&t ;,o1.ibil:.ty. The incomes of small subsistence farmers 
itr . .v c&ant be increased exclusively by development

at arc:
. t. ,lf-finncie. This continues to be true of 
N,- l.- ;3:j culeir, an ext-nvion program that is oriented
 
tc;. - ,f:m £y c1ncrea inc f Lrmer productivity and
 
4 ". f.:r IC , 'zc 'uctio. has development objectives that imply
 
trt %, , z,:- gc'-T..t r-upp-rt. 'his should be reflected in the
 
f, C' , enntB -- mainvenance agricultural
-f., coc nirg road and 

e:,: ,ia' inr: rth Sas
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IV CONCLUSION AND =/COHXDDATZOVS 

Although PNS is widely regarded as a very successful project whose 
activities shoull not be terminated, sustainability has not yet been assured. 
The extension program has not been formally integrated into ESTAGRICO, and the 
long-term viability of the institutional arrangements for road maintenance has
 
not yet been established. The main problem, however', is the lack of assured 
funding. This is in spite of the fact that PNS is one of very few USAID 
projects that has created a tax base large enough to finance most of the costs 
of those activities that need to be continued. Another sustainability issue
 
is the continuing need for technical assistance in order to maintain a
 
satisfactory level of performance.
 

At this time, it does not appear that the sustainability problems will be 
resolved by the scheduled end of USAID support on March 31, 1987. However, 
the benefits achieved through PNS are worth sustaining and the Central Shaba 
Agricultural Development Project will make it possible to continue essential 
PNS activities and will give USAID and the GOZ more time to achieve 
sustainability.
 

The recommendations of this report pertaining to the sustainability of PNS 
benefits are:
 

A. 	 PNS should finalize the details and budgets for a substantially 
reduced program consisting of road maintenance, agricultural 
extension, and seed production. The total cost of the program should 
not exceed Z25 million in 1985 prices.
 

B. North Shaba will require support from CSADP. Technical assistance 
requirements are: a Senior advisor to the Director of PRE, a
 
mechr.nic for PRE, and an agronomist advisor for adaptive research and 
seed production. Also, logistic supportwill be needed to assure 
reliuble supplies of fuel and spare parts. 

C. Eve- cffrt 0-tould be made to continue road maintenance under the 
ovv:;-ll ra;,.aa.-wnt of E.TAGLICO, but since there is some possibility 
that ti-fu approach will not be viable over the long run, USAID should 
becin erpliloring alternatives for both road maintenance and 
agrik,'A~r&l etensicn. It appears that the only realistic 
altf r'i.tive iE to integri;te road maintenance into OR and agricultural 
emxten- v% into the Department of Agriculture, but keeping the 
actonomy t hat is provided for in the DOA/ESTAGRICO agreement creating 
PRL. 

D. The recounemnded next steps for finding sources of financing are: 

1) 	 Continue to pursue possibilities for FCD support with the
 
ojecr.ive of getting a dpcision prior to the departure of the
 
present PI;S/DAI Chief of Party. 
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2) Inform the GOZ that continued support for North Shaba depends on 
concrete evidence that the GOZ in ccmitted to providing 
adequate financial support for essential development activities 
in the project area. This evidence would consist of: 

$ 
- An appropriate share of the Regional Fund for Agricultural 

Road Maintenance allocated to North Shaba. 

- Timely palment frcm the B.O. and B.A. for PNS and PRE 
activities.
 

- Agreement to study ways of taxing ths increased production in 
North Shaba and using at least soce of the revenues to finance 
ongoing develolpent activities, 

3) Carry 'out the study of local revenue generation described in 
Annex B, and uae the findings as the basis for a high level
 
dialogue on the generation of local revenues to finance rural 
development activities in North Shaba.
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ANNEX A
 

OPTIONS FOR ROAD MAINTNANCE IN NORTH SHABA
 

The tables in this annex present budgets for three levels of road
maintenance for the joint PNS-ZSTAGRICO road netwoxk (1,500 km) in North 
Shaba. Option I in the level required to maintain the roads at their existing
level, which would permit travel of mall vehicles at a speed of 60 k/hr.

Option 1I 
is the level needed to maintain a quality of road permitting a speed

of 40 km/hr. 
Both of these options are based on mechanized maintenance, which
 
means that graders instead of laborers are used to smooth out the roads and
 
keep the ditches clear of vegetation. Option III depends largely on manual
 
labor and permits a speed of 15 kz/hr. 

Several key assumptions need to be highlighted.
 

1. 	 Grader productivity is baQed on 5 km/day x 20 days/mo x 8 
months/year. This in very conservative by PNS standards but very
optimistic by OR standards. 

2. 	 Laborers are paid less than ESTAGRICO road workers but slightly more
 
than OR. 
Also, the number of laborers is much less than ESTAGRICO
 
would have used. The key assumption is that vegetation outside of
 
the ditches rarely has to be cut because it is burned during every

dry season. This 	is probably the weakest premise of the calculations
 
because PNS has had no direct experience with manual labor. Of 
course, if more laborers are needed this raises the costs of Option
 
III relative to mechanized labor.
 

3. All three options are designed to keep all roads passable for the 
purpjsa of evacuating agricultural crops. For this reason, Option

III provides for a loader and 	 neededtwo trucks phich are to maintain 
areas around bridges and culverts and stretches of road subject to 
heavy erosion. 



OPTON I ( qua1iti des routes du PRE pr34unt) 

- Dnn Is contexts do 1'entretien courant do 1.500 Nm de8 rote 
rzablito0, mists en bonne forma pour circulation dos 

picks u@ svoo Uo vitesae do base do 60 KmAr 
m Avoo n 'baAme de alafre (y a midicaux ) asetcompri son 

aiisonnable pour an eer de. agents oomp4tento travailent 
comme dam mesmoai t privee aveo salaire forfaitare avecprims. 

s 	Aveo uno composition dten #n. pour Itentrotion oourant &ppjy; 
par nterventions o.udos points ohauds aveo J oblargeur. 

I. PMWE'NNOz ( 54 permanents) 

I No I 	 I 1talax dot Primeo I Total I 

Id'ordre Yonotions I I1biwepP.. I/person._I- /yore. I Total Ggn. I 
t. 01 1 Diroteur I 1 3' 15.200 1 10.000 t 25.200 1 25.200 1 
1 02 1 Conducoteur do. travaux I 1 9.600 t 5.000 I 1 ,6oo I 1I.6oo I 
1 03 1 Chef M9oan.que al I I 6,ooo.I, 3.000 I 9,000 1 9.000 a 
I ObI Chef de Comptabintia Il I I I 

S at dtAdministration 1I 6.000I 3.00 1 9,000 1 9.000 a 
I 05 1 Cai ier Comptablo a 1 1 2,8.00 I 1,200 a 14.000 I 14.ooo I 
I o6 I D.ty :o r e al 1a 2,200 800 3.oo P 3.000 l 
a 07 lganier a 1 2,200 800 a 3.000 a 3-000 a 
a 08 HIenioiens a 31 2,800 .1,200 . I4.000 1 12.000 a 
a 09 O .,aturs aa a 1 3.000 1 '1300 4.300 a 17.200 
a 10 1! Cnaufeours a 4 l 2.200a. 1.000 3.200 1 12.800 a 
1, 41 1 Chef deoC antir a 2 1 40500 1 2.000 a 6.500 a 13,000 a' 
a 1 l Z ssinatour I l 2,8001I IAOO 4i.000 4.,000 a 
a 13 1 Pennients 1 33 a 1000o1 700 a 10700 t 56.100 a. 
a 114 a T6a I(6.o6a) I. I I I- a

1 2 1 700 a 206"" 900 a 27.000 

Total a 209,900 Z. I 

-- " I,, tmois.- ,I 

xr darp'.Inhoa pt. e par an 6 209,900 Z X 12 mole a 2,518.800 Z. 

n. Muir 	 ( 1.0w z) 
__ .rir 	 Vie Amortissement P ed ! 

Jet* 6O h ans 1509"00 78 00 
C= :. - "cae 1.400 6 233, 33 182, 00 
Cjiur - *twne 1.o400 6 233, 33 182, 00 

- I.e. 4.100 6 183, 33 1143 00 
ch,--.,:. .000 T 426, 57 	 390v 00 

7 605, 71 51. 20 
240 7 6I11551, 20 

2.077, hO.­:O I. , 
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:II. C&BURANT ET LUBIIPIANTS 

HYPOTHESES DE BASE, 

aUne niveleuee fait ian r~profilags do Kmw Sour d. 8 hsiareu de 
travail effeoti. Elle travaille 20 jou-u par mois, ave 66 Ois 
on plain temps, 2 mois on demi temps ot 2 moi. on ros poar 1entretion­

&%k garape 
5 Kmx 20 jrs x 8 moss a 800Km...j 

Consommation par jour 15 1 x 8 h - 120 litres 
Prix d'un litre de gasoil M 35 Z y compris transport et stockage. 

b/ Le Chargeir travaille dane lee mSmea conditions do jouro, de moie corne 

nivpleuse mais aveo 6 heures de travail par jour et avec 20 1 do oonsom­

mation par heure. 

o/ jeep at Caxion 30 000 Was 
Consoumation carburant JJeep 015f/ Km 
Lubrifiant J et 6amion c volume carburantJeep 3 

Canion :0,351/Km 

1Niveleuee 5 9 100 Z/ 1 

17 IR uE 
,rois 3 ?Carburant 1 B =an 

II to I Ine 

, 1T1 1 2 500 Km 1 0,151 3754!1 4 50011 157,50 1 13,50 
Ca*JOKS 1 7 500 Em 0,3511 2625 131 500 1 1102,50 1 94,50 

1 120 Hr 20 1 2400 19 200 672,00 96,00 

2 320 R 1 15 i1 4800 3-%oo 1344,00 192,00 

I I I 

,10200 1 193 6001! 3276,00 39t 

J)epant*R d'entretien our 1 500 Km de route 
SL 5=i 	 2 518 800 Z
 

2 439 9b0 z
 

2 077 1oV
 
, 3 976 000 Z
 

396 0'5O Z
 

S,_ L iLTI]2 500 0.i) Z
 

11 20," Z 

l,.]: L,': 1r0 3 1', -K: 0I-1 7... 

j 1. K4: 



I. sIM SL (43 permannts) 

I So d'.zdr. I 70NMN0IS I UP. I ALAII mVis I rM I !.L P. I TOTAL 0I. 

I 01 1Dirot= I 1 I 15.200 1 10.000 1 25.200 I 25.200 

I 02 1 onduoourdes I I II 

I Iwvau I 1 I 9.600 I 5.000I 1I.600 I 14.600 

i 03 1 Chef 3oan e I .1 1 6.000 3.000 I 9.000 1 9.000 

I 04 1Chef deOoptai-I I I I I 
I IiI atdAdmini-I I I I 

I 	 itration .1 I 6.000 I 3.000 1 9.000 1 9.000 

05" IOmier.Cmpt.-I I I I I 

I US I I 1, 2.800 t-i.,oI 4.00 1 4.o0o 

I 06 I ot7ogxrap 1 I 2.200 I 100 I 3.000 1 3.000 

I 07 1 magminir I 1 l 2.200 800 1 3.000 I 3.000 

I dotylogaphe I I 

I 08 Ieo~niousa 1 2 I 2M00 I 1.2001 4.000 1 8.000 

V 09 IO~prteu.r 1 2 i .000 1 1.300 1 *.300 I 8.600 

I 10 Ompe eraoa lon 1 3.200 1 4.600 IMpy- 1 1 i.o0 	 4.600 

1 11 1Chauffcrs " 3 1 .'2200 1 1.000 1 3.200 I 9.600 

I 12 1Chefse ohant 1 2 I 4..00 I 2.000 1 6.500 I 13.000 

1 13 D]eeinateur 1 1 2.800 11.200 1 4.000 I 4,000 

I 134 1Pom nts 25 1 1000. 1 700 1 1.700 I W ." 

earpo 6 muI 900I 1 mf. 60 1 700 I 2001 I 27.000 
, I, ,I . . . 

!otal/ioin 185.100 z 
D~eponsei m .l par i 	- 185.100 X 12 , ..o....f................. - 2.221.200 Z
 

n. in s (.ooo Z) 
_I-Li4ppent jai Vi AM10TISD~ Plea., do rsohange 

josp 1 6006 4asnu 150100 75,00 
Camio?. 1.400 6 ans 233,33 162900 
Ca.mon 1.400 6 am 233,33 182,00 
Chargeur. 3.000 7 a 1420,57 	 390,00 

4.240 	 7 0=i 605,71 551,20 

I 33,20 

III..CAnB.'?.A! & LUFPT 

- IH,o I KM 011 H. I CONS041ATION I DEMSES EN 1000 Z 
I I ,AT J)iS I L/Km ou I moie I An I Caxburant ILubrifiant 

I~ L 
I ,. I I I 0 . I C,,1 1.1 375 1.- 1 T00 1 I 157,50 1 13,50 

C;. 1 0,35 2.1 1750 I 21000 I 735,00 1 63,00I 2 1 5000 Inm 1 
,....-2t'"". I I H s 12 20 I 2400 1 192 I 672,00 1I 96,0096,00r 	 !Lrp. 1.2h0D 1 100I ,Vo,,l 	 1. . .1 1 §12;,O0 

:''er, etien vur i 1[ deb epen 	 Y'x0 rcute I 
- Za'".1' ... 2.2:.Q00 Z 

rti~,r,'.r.t : .... 650 	 Cost derntretien par Km de route 

'2.23r.5-V 9.0n7.000 Z
 

•~. ~ T' .7,3-4-0, 6-.5.t -: . o 

6.055 7.
3.,r-o.-.j & ivez P2".s0: 



-- -

option MI lut"..an1ni,.s 15 KO~k 

I..-Poreso=el 37 pormnents ) 

NIL I Fenction I Eff. l~alefreliaoini t.'IML~a oa ~L 

S I Dlnotr I 1 1 15.2003Z 10.Oo 1 25.200 Z 252003 
2 1 COnduotour des travau I 1 1 9 Im Z 1 5.000 ZI 14.600 Z 1 14.600 Z 
3 3 Chef Heoaique 1.1 1 6.000 Z .0 ZI 9.000 Z I 9.000 Z 
4 1 3eoamiciew 1 2 1 2800 Z 1 1.200 ZI 4.000 Z I- 8.o0 Z 

5 I Chauffew. 3 3 1 2.2005 1.000Z3 3.200Z I 9.6oo z 
6 1 Opertour I I I 3.0005 1 1.3003Z 4.300Z 1 4.300Z 
7 1 Chefstod hantior 1 2 1 4.,500z t 2.000Z 6.5M0Z 1 13.000z 
8 1 Cuids coptable I I 2.800 Z 3 1.200 ZI 4,000 Z 1 4 00 Z 

9 1 DaotylpaA*+-.aa u z r 2 1 2.'200Z 800Z 3.000Z 3 6.000Z 
10 I Crpontier I 1 I 2.400 Z I IO ZI 3.400 Z 1 3.400 Z 
11 I Chef to cetabliteta 3 3 1 3 

I d'Admiiotration I I 1 6.000 Z I 3.00 Z 9.000Z I 9.000 z 
12 i Deavntour I I I 2,80 Z I 1.200ZI 4.000Z I 4.o00z 
13 IPormanent 120 3 1 000z 1 70053 1.0 oZ 34.0003Z 
14 1 Tomporelme 1200 3 700 200 ZI 900 Z 4.000Z 

I (33.i.)3 " i I I 

.ta3 e ----- 1890100 Z 

Depones sur alare par an w 189.100 Z z 2 .s 22 200 Z 

33o- Equipoment S ( 1.000 Z ) 

EPrement ri Vie Amrtlsaemet Pieces do roahanco 

Pick-up 600 4 150,00 78,00 
Camion 1400 6 233933 182,00 

C,,ien 1400 6 233,33 182,00 

Chargeur 3000 7 428,57 390,00 

104,23 832,00 

MeZ- iarburant et Lubrifiants 

Equlpotent I 14o I Km ou H/moia I Consommatien I Depenses en 1000 Z 

I I 1 1 Km 2, i Xcis I An ICarburantl Lubrifiant 

Pick - up I 1 1 2.500 Ka 1 0,15 1 1 375 11 450011 157,50 1 13,50 

Camions 1 2 5 5.000 Km 3 0,35 1 11750 1121000 1 735,00 1 63,00 

Chnr ,ur 1 1 I 120 heurhb 20 1 12400 119200 1 672,00 3 96,00
I I 1 I 1 ,I 1 

------ - ------- I ?--------­
14500 1144+70011 1564150 1 172,50 



Depernss deentroLteu aw ;500 Ks do route 

alaire ... ........... m 2.269.200 Z 

Amortiuement - 1045.23o0-..... . z
 

Pice do aec ause . 832.009 z 
CarburzaAs a 10 .500 5 
Luibrifiants ------- 0 172*500 Z 

3eurnitue et entretien - , 500.000 z 

Sbtetal - 6.383.430 Z 
IWevu et DLvu -t--- 638.570 Z 

76022.900 Z 

Cout d'entr tion par Ke do route I 

i.o22.000 . 4.68 s/x 

1500K 

Recapitulation I 

Option s Budget par an 12.330.000 Z5. 8.220 S/ K. 
Option n aludgot par an 9.o7o.00 z a 69058 Z/ Km 
Option II~a]udgot par an 7.022000 5 a 4681 5/ Ka 
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