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: Is. l M thu USAID cunuuctecl a. I.\clJ(JL uva] uatlon of thc. 0purdtlon llaute
‘,Vu te: (OIV) pru_]ect. The - purpose of this evaluiation was:to review
project progress since the last cvaluation and audit, and tou proviue
the “sission with guidance as to whether or not to undertake the
‘design of a follow-on ptoject. At the time of the evaluation project
funds had not  been  flowing to local currency accounts for more than
cwo yeacs, altheugh sone progress had been made with the presence of
the  teclinical assistance team. The evaluation therefore recommended
that the effort be extended tc permit sufficient time for the project
to perform prior to deciding to design a follow-on investnent. Uith
that in mind the evaluators - listed specific benchmarks and
recomendations which were to be used by the Mission at sume future

date to internally evaluate the project.

ihe USAID :esponded to the 1984 evaluation by xLending the PACD Lv

¢ months to ueptmbu 15, 198€. 1In June of 1985 the project had
received Einal copies of the evaluation document and USAID, OIV, the
tecinical assistance contractor and the Ministry of Agriculture (MOA)
met  to discuss progcess in  responding - to the evaluation
recamevlations. At this time the USAID advanced the position that
may  of  the prodlems of rural .development organizations (ID0's) are
inherent to governmant institutions which perform roles and Functions
that are hetter performed by the private sector, and the implications
of the 1984 evaluation would require a restructuzing of Gdv e
Jdecided  jointly to create a Jjoint GRM/AID commission (Conite de
Reflexion) to  exchance thoughts on the reforn of the role ax!
functicn of OV, In keeping with the reconmendations of the 1984
cevaluation the coamission agreed to conduct an internal evaluation of
the projuct to inclulde a review of progress in achieving evaluation
2enchmarts  and  recomnendations, and a review of our discussions on a
follov-on project.,

This internzl evaluation. of the OHV project was conductel in January
AW February of 183€. In addition to reviewing implementation
progress  che evalnators examined the docuinents developed by the
counission on the reform of OV to wverify progress in  those
discussions. Three possible scenarios for recormiending a further
project ertension vere examined. First of all, if a lack of progress
existei i both project performance and in discussions on the reform
of OHV the internal evaluation would recammend that the iiission - allow
the project to teminate at the current PACD. Second, if project
perfomance vas significant and there existed the poscibility of
aciieving planaed outputs but  talks oa  the relorn of OV were no-
productive tie internal evaluation would recommend that the Hission
request  AIDAI to extend  the PACD only for the time it would take to



achisve  the outputs, - Finally, if both project - performance and
progress  in our discussions on reform of OV were significant the
internal evaluation would recammend that the Hission not only “eztend .
the  ocurrent PACD but also enter into an intense follow=-on project .
Jesign phase : -

- The internal evaluation was conoucted over a pericd of two weeks.
CThe evaluation team was canposed of representatives of the Ministry

of  Agriculturc (MOA), OHV, the technical assistance team, -
USAID/Bamako and AID/Wiashington. Evaluation activities included

group discussion: and meetings with OHV personnel, and! field trips to
verify infomaation received at headquarters. In order to &decuately

cover  and  discuss the  lengthy number  of 1984 evaluation

recopendations  the evaluators regrouped the recamendations into the

more general catagories of Organizational Structure, Human asourcess,

Planning, Project tonitoring, Financial Management, Credit, Rxtension

and Infrastructure. ‘1he evaluation benchmarks and  recommendations

were  ail closely scrutinized and placed in one of throe categories,

1) Adeuately Addressed, 2) Being Addressed  and 3) equiring

Attention. At the end of cach category of recamcndations there is

included a briefl swwary of the principal points discussed relative

to that section,

The internal evaluation found that compared with the revieu of the
evaluation in June 1985 the project has made significant = progress,
especially in the areas of general and financial management. Almost
all of the beachmarks have been obtained. Of the 88 recomsendations
49 (as compared ko 2¢  in June, 1985) are now considered adecuately
adddressed and only cight (as comared to 42 in June, 1985) are listed
a3 requiring attention.  ‘The reorientation of the project in 1983 to
concentrate on managemant improvements has paid off Lo the point
Wnere the projuct has put in place the necessary procedures and
managenent systaens to deliver services to OV farm households.,  There
axists roan for improvement, especially in the content of extension
thermes and the activities of the extension service.

OV and tie MOA have shown a willingness to consider significant
refors of the roles and functions of OV, Hew #alian Govermment
policy is to tucn over as many of OV's responsibilities as possible
to village asscciations and other private cconanic entities. It has
been agreed  that  input supply, comnercialization and some  credit
activities will be turned over to the private sector and that OHV
will cvolve into primarily a planning and extension agency.  Qur
primary nutual concern is to ensure that the services now provided to
the farmers can e transferred to the private sector in a timely anl
orderly manner prior to the withdrawal of OHV. ‘'l need to know more
about the detailed capacities of the local private sector to assume
these responsibilities az the next step toward designing a follow-on
project. At Lthe present all indications are Lhat the time is
opportune tu design & project for the reform of OV leading to
increased private sector participation in the develumment of the
region, In this regard, one hundred thousand «ollars have therefore
neen aliotted from the Sahel Policy Project to do the pre-PID stulies.



Yhe overaii conclusion of the internal evaluation is that: 1) another
project extension is justified and will result in the attainment of
the outputs described in ProAg Amendment No.8 and in conformance with
the vecaupendations of the 1984 evaluation; and that 2) the prospects
for sgignificant reform of the role and function of OV warcant the
design of a follov-on project. The length of time required Lo
achieve the outputs in ProAg Amendment No.8 should be frow 12 to 18
Jonths fran Septeaser 1206, However, the length of the extension
aighit  to he long enough to conduct studies, design and authorize a
aev project, and select and Lfield a new technical .ssistance  tean.
This would require an extension of the PACD by  two years, from
Septeanber, 1035 to Septeombar, 19€8.
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1 ntroduction

The .following ‘is an update on progress in the implementation of the 1984
evaluation recomiendations and in the achievement of the various sets of
benchmarks relat«!l to both the current project extension and design of a
Phase IT project. Tt should be noted that final copies of the 1984
evaluation in Bnglish and French wvere not received by USAID and the GRM
until April, 1985 whereas many target dates were given as March, 1985 or
carlier. The FEinancial analysis section was inadvertently omitted and
not received until September 1985, and then only in English. In spite of
these delays USAID and OHV have been working toward concensus and
cumpliance with  the evaluation recammendations. In June 1985 the
Hinistry of Agriculture (1MOA) and USAID met to discuss progress since the
evaluatiou, That  meeting proved to be the beginning of fruitful
discussions focussing on the strengths and weaknesses of the RDO approach
to agricultural development. While USAID and the GRM are concerned witl
increasing the managerial cEficiency of OV we are wore concerned with
the transier of technology to OHV farmers and the concomitant increases
in agricultural production, ‘ '

USAID proposes to use this internal evaluation to determine whether or
not to grant- the project another PACD extension. The length of such an
extension should provide sufficient time to achieve the project outputs
described in the Eighth Project Agreement Amendment. In addition it will
permit USAID to conduct meaningful policy dialogue on reform of Oiv,. to
conduct studies on the potential for private scector developnent,
agricultural institution development and reorganization, identification
of viable technical interventions and feasibility studies, to draft a PID
and PP and authorize a Phase II project and to field a new technical
assistance team. USAID proposes a three step approach in making this
determination., First of all, that we review progress in achieving the
ninimal benchmarks listed on page 19 of the English version of the
evaluation and in attaining the critical recomaendations throughout the
evaluation document. Secondly, that we compare irplementation progress
with the project putputs as revised in ProAqg Amendment No. 8. Thirdly,
that we review progress in our discussions with the GRH to rectify
inherent problems in RDO concept and organization.

Basdd on both GRM actions and discussions USAID will make a determination
as to whether or not the progress to-date and the outlook For meaningful
reforn is sufficiently positive to warrant recommending a continuation of
the current Phase I project.

The internal evaluation comnenced on January 27, 1986 with a meeting at
OHV Headquarters bhetween representatives of the (1A, Louis DBerger Int'l
Inc. (LBII), OV and USAID. The primary participating nembers on the
evaluation team were: Mr. 2Zacharia Konate, Coordination Section and



Mr. Sambou Traore, Head of the Statistics, Planning and Evaluation
Division of the MOA; Mr. Michel Grisay, Chief of Party and Mr. Pierre
Geneens, Financial Expert of LBII; Mr. Yaya Togola, Diretor General, and
Mr.  Saloun Sacko, Head of the Evaluation Unit of OHV, and Ms. Claudia
Cantell, Project Development Officer, and Mr. Richard Newberg, Project
Manager of USAID. Other participants on special topics included Hr.
4achary Hahn, Design/Bvaluation Officer, Ms. Elzadia Washington,
Agricultural @®conomist, Mr. Gaoussou Traore, Private Sector Specialist,
and Mr. Leslie Koski, Engineer of USAID. The meetings at OHV were also
attended by iHr. DBoubacar Kante, Head of the Production Division, lir.
Narbala Keita, Head of the Planning and Statistics Division, Hr. Sidi
ranoute, Head of the Logistics Division, Hr. 1Issa Djire, Head of the
Extension Section and Ms. Kongo DBaba, 'ead of the Integrated Actions
Section of OMV, whu served as informants at the headquarters.

In order to verify the results of our discussions at headcquarters, the
members ol the c¢valuation conducted two day-long field trips into the
four sectors of OHV supported by the project. This verification was
accomplished by visits to various villages to carry on discussions with
farnwers concerning credit and extension programs, meetings with Sector,
"Zone d'Expansion Rurale" (2ZER) and Secteurs de Base (SB) level agents,
inspection of roads and construction base camps, and observations of
roads maintenance. Interviews were conducted with:  Sector  Chicf,
Mustapha Diop, ZER agent, Siraman Traore, SB agent, Sekou Coulibaly, a
yroup of farmers and the blacksimith of the village of Balanzan of tho
Kangaba Sector; the Sector chief Mustapha Diop, the SB agent Yacouha
Traore and farners of the village of Miamey of the Bancoumana Sector; che
Sector Chief Salikou Sanogo, the ZER agent Fade Koumare and the SB agent
Rafing Traore or the Kati Sector; and the Sector Chief Mamadou Sylla and
farmers of the villages of Sido, Kafara, Sougoula, Falan and Nyangana of
the Ouelessebougou sector.,

The discussions between the MOA, LBII, OHV and USAID and field trips
continued through February 6, 1986. The following represents the results
and conclusions of these nmeetings and fieldtrips. The paper is organized
according the three step approach outlined above, i.e., 1) a review of
the 1984 cvaluation benchmarks and recamendations, 2} & review of
progress in the attainment of the revised project outputs, and 3) a
review of progress to-date in our discussions on reforia of OlV. In order
to better review and analyze the 1984 evaluation recomnendations, the
evaluation committee reorganized the recommendations into eight sections.
These are: 1) Organizutional Structure, including all recomnendations
having to do with the reorganization of positions and responsibilities of
OHV personnel; 2) Human Resources, including all recommendations having
to do with supervision, training and evaluation of OHV personnel; 3)
Planning, including all recanmendations regarding the roles, functions
and strategies of OHV; 4) Project ‘tonitoring, including all
recommendations having to do with collaboration bhetween agencies and the
use of technical assistance; 5) Financial Management; 6) Credit; 7)
Extension, including related recommendations for on-farm reseacch,
village blacksmiths and functional literacy and 8) Infrastructure,
including in particular roads maintenance. Having classified each of the



1984 evaluation recommendations into one, or in a few cases more than one

- section, the evaluation team determined whether ‘the benchmacks and
recommenclations were either 1) Adequately Addressed, 2) Being Addressed, "
or 3) Regquiring Attention. Recammendations were judged adequately.
addressed if satisfactory action had resulted in improved performance,
being addressed if action had been taken but it could not yet be judged
satisfactory, and requiring attention if no action had been taken oven
though it has been contemplated and discussed. Each section of the
recomnendations is followed by a synthesis of the important points
discussed during the meetings.

II. Benchmarks for Granting an Extension of Phase T Activities.

1. The Einance and credit systems should be computerized by March  1985,
with training continuing throughout the project extension period. o

Adequately Addressed Being Addressed Requiring Attention
X

(The credit system was computerized in Decerber, 1984 and several
improvements were made throughout 1985, Data entry of stock movements
and credit placements was accomplished from May to tlovember, 1985. The
financial system was computerized in October, 1985 with special technical
assistance, except Ffor budget accounting which will be done before May,
1986, A total of four months short term TA were provided last year under
the LBI1 contract and a Peace Corps volunteer was assigned to programning
development and training.)

2. Work plans for the technical assistants Ffor the proposed extension
period should be developed by March 1985.

Adequately Addressed Being Addressed Requiring Attention
; X

(This point was raised with the GRM in June 1985, when it was decided
that all TA would present a workplan which specifically emphasizel
training of OHV countecparts. The task was accomplislied in July 1985.)

3. A workplan vith specific targets should be developed for DNAFLA hy
February 1985,

Adequately Advdressed Being Addressed Requiring Attention

o

(Subsequent  to the USAID DNAFLA Project Manager's study- tour on
Functional Literacy and prior to approving & contract amendment, ‘a wock
plan was developed with specific targets .on the number of centers,
auditors, teaching and animator training courses to be accomplished,
This was done in January 1985.)



4. ‘avplan” for the development of local - language liEefacysméﬁgfiziéf
should ‘be completed by. February 1985, AT R

QAdédﬁdtely'AddtéSSed'F;j Being Addressed - Requiring Attention =

~(%his plan was. drafted in December of 1984 and adopted as an
activity of the OHV/DNAFIA contract amendment. To date technical
documents  on extension themes, agricultural credit, and animal
husbandry have bheen translated, field tested and distributed. With
changes in project emphasis it was noted that documents nov need ¢t
be drafted on cooperative management and commercialization.) '

3. A project committee to monitor the progress of the prqject‘ahdfj
resolve pronlems should be established by January 1985. e

Adequately Addressed Being Addressed Requiring Attentidn~‘_
X S -

(A project committec within USAID existed at the time of the evaluation,
as did a high level review cammittee with the USAID Director and
technical advisor of the Minister of Agriculture. ‘The USAID OHV Project
Manager, Director General of OHV and Louis Berger TA Chief of Party are
brought in to this meeting for periodic review. 1In addition the USAID
Project Manager meects at least every two to three weeks with the ORHY
Director General, all OHV Division Chiefs and the LBII Chief of Party to
review implenentation progress and as often as necessary for specific
problens, )

6. A contract for a study of the resources of the Q4V zone should be
completed with PIRT by June 198%.

(The terms of reference and contract terms were drafted in Septenbrer
1984. During negotiations PIRT refused to accept per diem rates of the
GRM or even the prevailing rates of USAID. The issue was not resolved
until the HMinister for Natural Resources intervened. At this time the
contract is with USAID for approval. The target date is March 1986.)

Adequately Aduressed Being Addressed Requiring Attention
X

7. Certification of PIRT and DRSPR shculd be completed by March 1485,

Adequately Addressed Being Addressed Requiring Attention

» X

(Certification of DRSPR was coupleted at the end of January 1985 and
received from AID/W at the end of March 1985, Certification of PIRT is
an issue to be resolved in the approval process of the  OHV/PIRT
~contract. The delays due to lengthy contract negotiations were largely
cut of the control of OHV. The target date is March 1986.)



8. tionthly Financial reports current within® 15 days, subject to the

availability of bank statements; should be. received by USAID.

Adeqdétel? Addressed Being Addrééééd'i} ‘Requiring'Attentibh’f

(Honthly Einancial reports are being submitted shortly aftefgthe;fécé;pt¢;
of bank statements by OHV since November 1984. lith ithe computerization’
of the financial accounting the final reconciliation of accounts is oniy' .

held up by late receipt of the bank statement.) - o

9. A yeurly budget should be submitted to'”USAIp‘lbyf;Haréh for  all ¢§;f

OHV's planned expenditures,

Adequately Addressed Being Addresed Requiring Attention = |

(This was accomplished in draft form in January l985yand»appro§ed by'§IL :
in March 1985. For ‘this year (April 1986 - March 1987) the. budgetxﬂisu:in'y

draft form at OIV and negotiations are set to begin, )

10.  An updated viability and sensitivity analysis of OHV'ShEihénciai?i
status should be completed within the first 6 months following the -‘end . of

OV's fiscal year.

Adequately Addressedd Being Addressed Requiring Attention
X : ~

(This task was jointly revicwed a year ago by USAID, the GRM and LBII.
Priorities for the LBII financial analyst were set to first develqp and
computerize the FEinancial accounting of OHV. Then it would be possilbile
and easier to do a viability and sensitivity analysis. USAID began
information collection Ffor this task in October, however, to date USAID
economists and financial analysts have not had the Lime to corplete the
task. Most recently the LBII financial analyst completal an analysis of
the impact on the budget of the fall of OQUV cotton revenues.,  The
prelininary findings make it clear that OV and AID must complete a
full-scale viability and sensitivity analysis. ‘Ihe target date for
completion is April 1986.,)

11. The roads in Section C as listed in the evaluation report should be
completed by the end of December 1984, and sufficient progress on Section
D roads to indicate construction is on target should be evident by March
1985,

Adequately Addressed Being Addressed Requiring Attention -
X

AP



(Section C roads were conpleted on"QCheduie and the road brlgade;

relocated to a new section D location. More. than hnlt “of thL ‘roads
Section D have heen cmnpleted however not all roadb w111 be completed bj

August of 1986. 'The remaining roads are in low-lylng areas and w1ll‘:be5

inore difficuit to construct.)

12, A funding plan should he developed for the féplaCeﬁéntjof:OHvl

vehicles, partlcularly the truck fleet, by Aprll 1985

Alequately Addressed Reing Addre,sed Requ1r1ng Attentlon
X

(This benchmarn is closely tied to the viability and sensitivity analysis
of OlV. The question at issue centers around the appropriate size of an
OV coumercialization fleet given OlV's future role as a purchaser and
marketer of last resort, and the extent the GRM is able to support cotton
marketing in the short and/or long term. The target date is Hay 1986.)

13, Credit recuperations should reach 95% by March 1985.

Adequately Addressed Being Addressed Requiring Attention
X

(By April 1985, credit recuperations were 85% for all outstanding loans
including prlor years and nearly 100% for last year. OHV has recorded
good success in recovering even old debts. This is attributed to the
fact that no new loans are leing extended until all old debts are clearel
up.)

14. By March 1985 the OHV and GRM should submit a plan - for reducing
losses of inventory and removing old stocks,

Adequately Addressed Being Addressed Requiring Attention
X

(A National Commission is charged with the examination and.destruction of
deteriorated stocks. In November 1985, they came to a decision and
dustroyed old OV stocks. Measures taken this campaign to include
villagers in the management of warehouses and stocks have helped to
reduce losses in inventory.)

III. Status of 1984 Bvaluation Recommendations

A. Organizational Structure

1. Any redesign of the OHV structure should consider both
headjuarters and field levels: The field-level structure for
reporting and supervisory relationships of €ield staff through one
Section should be re-examined Ly OHV.



AdeqUately Ad&fesSedf' BeiﬁgthddrEésédz WheguiringEAttéhtiOn,
) : R X )

(Redesign of Headquarters has taken place including the creation of
an Evaluation Unit. An experiment’ is planned this agricultural
season to reduce the number of SB agent in two ZER's where village
associations are active. The field structure will be restructured
accor?ing to the results of this experiment. Target date is June
1986.

35. A pilot ZER-level experiment program is justified in which
there would be no a priori judgments made by OHV of what farmers
must use credit for on their farms. s

Aderuately Addressed Being Addressed Requiting Attention
. X .

(This experiment will be conducted in the ZER's of Sougoula and
Karan this agricultural season. Already no a priori judgenents on
credit use are made when credit is extended to viliage
Associations. Target :date is June 1986.)

59. Examine the extension structure, considering a streamlined:

system that may eliminate some structural levels.,

Adequately Addressed Being Addressed Requiring Attention
X . '

(An  experiment in two ZER's will be conducted prior to restructuring
the extension service. Target date is June 1986.)

60. Create teams of subject matter specialists at headquarters or

Sector levels; Agriculturalists with special training in cotton

production, rice production and sorghum/millet/maize production.

These teams should be mobile.

Adequately Addressed Being Addressed Requiring Attention
X

(Subject matter specialists have been created at the Headquarters.
They will be formed into teams for more direct contact with farmers
under the experiment in two ZER's. ‘Target date is June 1986.)

6l. TImprove the training program,
- eliminate the cascade system; and
- eliminate sector-level trainers.

Adequately Addressed Being Addressed Requiring Attention

A '.




(Thé'wpurpObe of the sector-level tralncrs is to overcome some of the
deficiencies of the cascade SJbtem..lhThe”.experlrent in two ZER's

‘Wwill provide information on how tonmodify\fthe: cascade - system.

Target cdate is June 1986.)

63. Improve the uperV131on of the fleld personnel

Adequately Addressed BELHG Addressed 1equ1r1nq Attentlon
X ; S il BT

(An evaluation unit atached to the;D1re¢tor OfflCL was creatai andf

is functlonlng to better supervise and evaluate field personnel )

-67. The technical division should be “given greater authority
commensurate with  its responsibilities. A certain degree of
‘decentralization seems inevitable if the functioning of OllV's
extension is to be improved. : '

Adequately Addressed Being Addressed Requiring Attention
X

(Sector Chiefs have been delegated field authority to act on behalf

of the headquarters in urgent matters. Date accomplished was August

1986.)

87b. That USAID/Mali continue to press TP concerning adequate,
timely and continued maintenance of roads that have been built under
this project.

Adequately Addressed Being Addressed Requiring Attention
. X A

(A systen has been put into place and is functioning to provide for
the planning, financing and perfornance of roads maintenance. Date
acccamplished was May 1984.)

2. The role and placement of the Eunctional literacy and action
betail coordinators in the organization and the project should be

clearly defined by OHV.

Adequately Addressed Being Addressed Requiring Attention
X

(The ccordinator for Action Betail has been instructed to
concentrate efforts in the areas of animal and herd managerent
rather than veterinary services. The coordinator for Functional
theracy will have his duties and position spelled out more clearly
in a joint review of the DNAFLA contract. Tarqget date is March
1986.)



3. In coliaboration with sector chiefs, a task force Ffrom the
-Technical, Administrative Division and the Credit Section should
analyze several alternative organizational arrangements, including
reporting and supervisory relationships and position descriptions
for field staff and their supervisors.

Adequately Addressed - Being Addreésed - Requiring Attention
X ' ‘ .

(This was done in 1985'and is now beihg updated because of recently

adopted changes in the delivery of credit. Date accomplished was

November‘l985.)

The - organizational restructuring of headquarters has begh{

accomplished with the creation of the following four divisions: - -

Production;

Administration and Finance;
Infrastructure and Logistics; and
Planning and Statistics.

All  field personnel report to the Extension Section of the
Production Division. However, Sector Chiefs have been delegated
authority to act in place of the Director General on urgent field
matters. Field personnel continue to be organized into 6 sectors,
26 "zones d'expansion rurales" (2ER), and 140 "secteurs de base"
(sB).

The role of the Action Betail and Functional Literacy Coordinator
have not yet been clearly defined or adequately integrated into
OHV. It is recommended that Action Betail continue to move away
fron animal health (which is covered by the Livestock Service
agents) and into animal maintenance, i.e., supplementary feeding of
draft animals, thereby integrating into agricultural production
systems. Action Betail, as redefined, should become a volet of the
Bxtension Section in the Production Division. It is further
recomnended that the Coordinators for DNAFLA be retained under the
Functional Literacy contract and that the next contract amendment
specify his roles and responsibilities more clearly.

For field level structures, it is recomiended OHV conduct an
experiment in two ZERs that takes into account the proposed strategy
of OHV to turn over responsibilities to village associations and
streamline the extension service. In this experiment the Chef ZER
will have direct contact with extension groups for extension
- activities and Tons Villageois for credit activities. In addition
OHV should actively encourage diversification of casi: crops and food
crops and make ne a priori judgments on the use of agricultural
inputs used on credit. Subject matter specialist teams should be
formed at the headquarters ‘level and should inccease  their
backstopping of extension activities. It appears that the trainers
at the Secteur lovel need better-defined responsibilities or the
positions eliminated,

W



A system for -road -maintenance has been put.into place., There is a
covenant within “ProAg’ Amendment HNo. 8, "to ;ensure that Travaux
Publics (TP) ‘and 'the special brigade have the responsibility to
maintain each road improved under this Project as soon as
construction of each road is completed, to finance all roac
maintenance costs, and to present annually to A.I.D. for approval an
OHV road maintenance plan and budget, identifying and guaranteeing a
satisfactory source of funding." The system in place calls for OHV
to depusit a percentage of their marketing revenues into a TP
account For road maintenance. OHV annually requests TP to pecform
road maintenance where it is required. This request is transmitted
to USAID for our information and comments. TP then takes into
account OlV's request in developing their plan for ‘roads

maintenance. All equipment used for roads maintenance to date has
come fropm the TP's yard in XKoulikoro, rather than the special - -

brigade which is still building roads.

B. Human Resourcas

4, Work plans should 7be"de9élopédt imnediately fdrﬁ;duvk béréﬁnheij'h

beginning with . those who ‘are important in the specified qctivities s

of the project.

Aequately Addressed  Being Addressed Requiring Attention

X

(Work plans have been developed for field personnel but they Jdo not
offer. enough detailed guidance. Headquarters personnel require
detailed, coordinated work plans as well, Target date is June 1966.)

5. Once decisions are made on the structure of OHV field operations
and specialization of agents, the personnel system should be
considerably modified. :

Adequately Addressed Being Addressed Requiring Attention
X

(The personnel system based on the actual headquarters and field
staff is considerably improved. Any modifications will result from
‘this years experiment in two ZERs. Target date is October 1986.)

6. In-country managerment seminairs should begin as soon as possible.

- Adequately Addressed ' Being Addressed Requiring Attention
| X :

(In-country management seninars have been conducted by the

University of Pittsburg, IPGP professional organization, ' and the

- BRFMP p:oject; Date accomplished was January 1985.)




7. Underemployed

tarcas1odia‘béigiQénfébéélficjtésks:to ‘do. - Field

ftechniqal=wapility;féhou;dbﬁbe; given  approp

agents  with - low
training, .-

“: Being Addressed . Requiring Attention

Acluquatcly Addresser
. — — %

(The evaluation Unit* is .in the process of Lévaluétiﬁg‘[éll ﬁfiéid

agents and vill identify t;aining needs.  ‘Target daté*is;May~1936;r 1§

8. The long-term effort to improve the personnel ;anagement and
supervision of field operations should provide support  to - both

headquarters and field levels. Concentration at one level ~only will

not result in an effective delivery systen,.

Adequately Addressed -',Being Addressed ‘Requiring'Attehtibn>‘ 

(Headquarters personriel have included in their work plans and they
have performed more frequent visits of supervision to the field,
Short term and/or on-the-job training has been given to most
headquarters personnel. Date accomplished was December 1985.)

43. OHV should conduct an agent by agent evaluation of all OHV

field credit staff to determine which of these personnel are capable’

of carrying out the tasks entailed in the new OHV credit systen.

Adequately Addressed Being Addressed Requiring Attention
. X . -

(At the time of this internal evaluation OHV is evaluaing all field
staff who perform credit functions. Target date is february 1986.)

53} | Additional training is recommended for two qualified Malian
candidates in strategic planning for agricultural credit programs’

and agricultural credit operations, respectively.

Adequately Addressed Being Addressed Requiring Attention
X

(An  attempt to send the head of the Credit Section to the States for

the USDA course on credit failed when the candidate could not learn
sufficient English. However, one other candidate was sent to
training in estimating and programming input needs and another in

cooperative management including credit. OHV and USAID will review

other possibilities in March. Target date is March 1986.)

58. Test the ZER and SB level agents and replace those not meeting
the desired levels of skills and technical knowledge. Agents not

meeting disciplinary standards of the agency should he weeded out to

improve morale and credibility of OHV.

b



‘Adequately Addressed - Being Addressed  Requirirg Attention
o ~ X T o TR

j(HLU égnnta canlng to OHV are - testal _ahd° evaluated prior to

' buglnnLng work. ‘the process of weeding out ineffective agents has
' lugun with an evaluation ‘and will be carried out with plans to
leduce persunnel levels, Tdrth uaLe to begln is June 1986 )

6l. ImprOVL the training progran.

- oryanize one-weck tralnlng sessions in April—May for ZER leVél*fQ

agents; -

- organize one day tralnlng sessions in ‘the f1eld for SB sf??

fOCUbSlng on ubservational techniques, trouble. shooting, ctc,;‘;;*

- . continue and expand tralnlng sessions for agent“ uonduct1ngf7ﬂ

on-farm trials;

- the emphasis in the training program should be on 1mprOV1ng thef;?

knowledge and skills, focusaed on specific problems in the fleld

Adequately Addressed Being Addressed Requiring Attentlon
% .

( Although ONV has made some improvement in the tralnlng program the

evaluation believes that the whole systen must be revamped along the

lines suggested and within the context of the experiment in two ;f

ZERs. Target date is August 1986.)

63. Improve the supervision of the field persohhel.

Adequately Addressed Being Addressed = Requiring Atténtion,"*ff“lf

X

(OHV has put in place and tested a reporting system t:o supeyrwse;';.-»’}

agents activities. Date accombllshed was August 1985 )

04. Short-term tralnlng should be con51dered to rcmedy thef,;

deficiencies of supervisory staff of tne Technlcal D1V151on.

Adequately Addressed Being Addressed Requlrlng Attentloh .
X . . :

(Short term training and seminars have been used to improve -

supervisors skills in the Technical Division. The needs will be

re-evaluated, especially for the Extension Section. Target date is*

March 1986.)

69. OHV should establish a reward/lncentlve system to encouragc-‘-”

better perfornance of field agents.

Adequately Addressed Being Addressed d  Requiring Attention : ;gfffs;

X



http:agent.Is

(the " cuestion of ccononic Ffeasibility ' ieeds: to' bBe 'studied and
resolved, criteria and ~specific~ evaluatiQn¥fpfocedures‘”established.
~USAID will examine the cuestion Erom-a policy standpoint. Target
date is July 1986,) T e e

73. 'The present FL Coordinator seconded fran DNAFLA to OHV should

be  put on a three-month probationary status, and if he fails to meet

pre-arranged performance criteria, the OHV DG should reconsider his
nomination by DNAFLA for the sake of improved project implementation.

Adequately Addressed Being Addressed =~ Requiring Attention
X .

(The coordinator was given and passed a trial period although there
still exists reservations on his competency. However, his duties
and responsibilities and those of other actors in the DNAFLA
contract need to be better defined to permit evaluation. Target
date is March 1986.) )

4. Subsequent  to implementation startup on the USAID-DNAFLA
contract, attention should be given to altering the program by a)
providing third-country training to the then-present FL Coordinator
as foreseen in the PP; b) assuring that all chefs de ZAF, ronitored
by the DNAFLA hq staff, test all auditors in literacy and numeracy
six ronths into implerentation, and that system be introduced to
bring the unsuccessful up to speed or to create separate
supplementary classes for then; c¢) providing a training plan for all
chefs de ZAF and all existing animateurs andg aninatrices, and for
additional ones to be added.

Adequately Addressed Being Addressed Requiring Attention
X

(A1l testing and training was accomplished. Third-country training'
of the functional literacy is not yet judged to be a wise use of
funds. Date accoiplished was March 1985.) R '

75. The necessary OE funds should be made available for

third-country training of the USAID Project Assistant handling the
literacy component concurrent with the training of the FL
Coordinator. :

Adequately Addressed Beihg Addressed Requiring Attention

(This was done with good results without the participation of the

- coordinator. Date accomplished was January 1985.)

' 8l. The technical advisor to OHV's Training Section should be i

skilled in blacksmithing and have a working knovwledge of Bambara.

- 14?5 -



Adequately Addressed  DBeing Add

(The four persons ' responsible For' ti \ 4
two months OE“trainingjin”bla¢k5mithihg.?,Datefacc0mplished!*wa3a’July
1985, ) o T e e

OHV  Dbelieves 'that . most of the problems of the extension service are
a result of lack of training and supervision rather than inherent
problens’ of organizational structure. Efforts have been made and
continue to be made to better define position responsibilities, to
“track performance of duties through & reporting system, to evaluate
agent performance and character, and to identify training needs.

One field observation was that there apparently exists a wide range
of qualifications, aptitudes, and skills armong f£ield agents. A
positive step taken by OHV is to now test new agents to ensure they
have the required level before assigning them to a position. Also,
OV is evaluating agents currently in the Ffield. There exists a
problem in personnel management due to the legal status of QilV, in
that they either do not have or are not exercising their power to

sanction or fire personnel. It is recammended that procedures for--

sanctioning enployees be reviewed along with case by case accounts,
especially for agents accused of theft. OHV has stated a clear
policy that theft in any amount will result in immediate suspension
and sanctions, and they have stated that they will follow through
with appropriate action.

It is reconmended that the current system of bonuses be replaced by
one hased upon meri: or output; that testing and evaluation of
agents be pursued at the headuuarters level as well as the field

level; and, that OV weed out unqualified agents and train others to

an adequate level,

C. Planning

110.  The next phase in the middle-term plan should,bé_an~'analyqi§‘7b§f
OHV's - role in the provision of each good/service listed in its-.

JInedium term plan.

‘Adequately Addressed Being Addressed Requiring Atﬁentioﬁ

?Kéﬂv has begun to address this in a draft document on the Ffuture of -

OHV. More datailed studies are required at this time along with a

conpleted viability and sensitivity analysis of OWv, Target date- is.

August 1986.)

1l. sStrategy statements specifying OHV's role in the s._hQrt;’-tér‘m‘,;g

medium-term and long-term should be prepared._

the blacksmith program received

N



‘Adedn5tei§?nadreéee3  mH“Be1ng Addressed Requlrlng Attentlon
. i,x1TX“1ﬂ&ff“ S S T L

(Tniexhdslleen done 1n the context of on-901ng pollcy dllegUL»
between Odv, 1H0A and USAID ~Date ccompllshed was December 1985, )
13. The use of wvarious client groups in the dtllvery of serV1ceSQ

varrants further evaluation. The studies should prov1de the ba51s
for defining the "demand etrateg/ of OHV. P

Adequately Addressed Belng Addressed Requiring~nttenti6nfv
x . .

(OHV has studied and bequn to use village cooperatlves for credit
and extension groups for extension. The studies need to be
broadened to all activities in determining the new roles anu
functions of OHV. Target date is August 1986.)

14, Stmlnars on plannlng and evaluation should be provided Ffor the
Planning Commission and other staff at OHV. The differences in
relationship between - organizational planning ~ and agricultural
production planning should be addressecd.

Adequately Addressed: Being Addressed Requiring Attention
X

(Seminars on organizational and agricultural plannlng have beenf
conducted. Date accomplished was January 1985.) e

15. A survey should be conducted by the Technical DlVlSlon on the?
number of clients actually served by OHV field agents. : et

Adequattly Addressed Being Addressed Requiring Attenticn'
% -

(With the improvement in field agent superV151on the number of
clients is known. The larger question is the effectiveness of the
agents in promoting improved techniques. Date accomplished was
August 1985.) :

16. The ‘Technical Division and Evaluation Section should .
collaborate on an assessment of agent-client relationships. S

Adequately Addressed Being Addressed Requiring Attention
) . X : : '

(Agent-client relatlonshlps are. being surveyed indirectly as a part:
of the evaluation ir process. Target date is March 1936.) S

33. Financial viability and sensitivity analysis coupleted.




Adeouétely5kddrésééd5 Belng Addressed Requlrlng Attentlon
(Flr t drafLs of Flnanc1al V1ab111ty and sen51t1v1ty andlyses wereU

started by OHV and USAID 1n October l985 but not yet completed
Target date is May 1986.) : . .

34. Analysis of sources ,ofixrevéQUGs and assignmentllgf _,costslv
completed.. . L B SO R P e

Ade'éuately Addressed . Being‘"Add”res'séd L Requir‘iné‘:‘At't'ent‘io‘r‘,'~:a_,;-: S

(An . analys1o of revenues and costs will bL 1ncluded in a completedfF
fflnan01al analysis. Target date is May 1986 ) : gl e R

41, USAID/Ma11 should conolder the provision of addltlonal grantf;
funding for repair of village association warehouses. - The planj‘
should be submitted to USAID/Mali for con81deratlon and actlon bjfu
February 1985, ‘ FRESE ST ’

Adequately Addressed Being Addressed Requiring Attention;f

(V. policy is to provide technical assistance and encouragement and*t
self-reliance in the repair of the village = warehouses, . The -
increased enphasis on v1llage associations demands a- closer look at:
their needs. Target date is August 1986.) S . S,

45. USAID/Mali and OHV should collaborate in a 301nt studj or« theﬁ[
possible consequences of a change in the legal status of OHV toa
fully independent corporation (societe mixte, ) .

Adequately Addressed Being Addressed Requiring Attentlon

‘ X v
(A wide number of options related to the future structure of OﬁYﬁc
need to be studied., Target date is August 1986.) ' J‘“Tvﬂf”r~

82, The provision of welding equipment to the prOJLCt, whlch hasf’g
not yet been delivered, should be further delayed until fundlng and- .
loglstlcs for resupply of gases can he worked out. R

"§gequately Addressed Being Addressed Requiring Attention
X

(USAID has delayed the provision of blacksmith equipment on credit
until a market study For each blacksmith is completed, including
provisions for bupplle independent of OHV. Date accomplished was
Auqust 1984, ) .




84.'736hé"érténgeméh£léhéﬁidybé?ﬁédé7£of§q5féﬂ§Eéﬁd§féoﬁEiﬁ@wﬁi

of materials needed by tlie blacksmith, =~ . -

AdéquatQIYfAddféSSGGinu'ééihg Addte$sedf ":TRéQUifind*AEEéhEioﬁf‘
o Tz RN e =

(OHV  is identifying and bringing to the attention 6f‘blacksmiths

suppliers of blacksmith materials. The question of  supplying
blacksmiths independent of OHV must be dealt with. Target date is

May 1986.)

85. The problem of replacament tools and equipment for ﬁhéf
blacksmiths should be studied to determine if a systemn can be worked -

Out to assure that adequate tools can be made available.

Adequately Addressed Being Addressed Requiring Attention,; [QQQ;

L

(OHV must complete a market étudy for each blacksmith proposed - for -

credit. Target date is May 1986.)

Since the 1984 evaluation, the OV Planning Commission has produced
a mid-term plan and a plan for the development of small irrigated
perimeters, There has also been created a joint GRM/USAID
Commission ("Comite de Reflexion") to discuss the Ffuture roles and
functions of OHV, represented by technical experts of the Ministry
of Agriculture and the National Direction for Agriculture,- Operation
Haute Vallee, the technical assistance team of LBII, and USAID, 1In
a proposal to USAID, the GRM presented a draft think piece which
outlined a gradual restructuring of OHV into essentially an
“extension and planning service. The plan proposed that credit,
input supply and -marketing activities be turned over to the private
sector, including autonomous village associations or cooperatives.
This docurient served as a basis for further discussions and an
agreerment by all parties on working definitions of a goal and
purpose with respective objectively verifiable indicators, means of
verification and important assumptions following USAID's logical
framevork matrix. Two constraints to further discussions exist:
(1) an econonic analysis of viability and sensitivity for OHV; and
(2) studies related to the capacity of the private sector and local
organizations to assume marketing and credit activities, a social
institutional profile of the agricultural sector related to OHV, and
a technical analysis to identify viable technical interventions.
Both USAID and OV have bequn a viability and sensitivity analysis
and are in the proc:ss of comparing documents. It is recommended
that this be given priority attention for irmediate completion as- it
will serve as a bhasis for Ffurther discussions. The most urgent

output is a computerized analysis of costs and revenues by

comodities and activities attributed to personnel  at  the

18-



lheadquartets and in the field. With regard to stwlies, the MOA,

OV, LBII, and USAID are in informal contact on the need to begin

these studies. It is recomuended that USAID, OV anii the 110A reach

varly. ageeement to request LBIT to bring in a short-term TA expert

to assist all parties in drafting terms of references For the
required studies.  This process should assist in the dialogue on the;;
various options for restructuring oilv, ‘ L

D. Project Monitoring

a) Collaboration and Canmunicationf ’

17.. A project committec 'for this prOJect should be establlshedf
within USAID to permit the Project Officer to handle the deuxslong\
which require concurrence of multiple ofrlccs. Tl e

Adequately Addressed  Being Addressed ‘Requifindfﬁttéﬁtiohf? Lf”“'
. % : TR

(A pro:ect commnittee has ex15ta] and met regularly slnce the tlne o;,
the evaluation. Date accomplished was June 1984, ) -

18. The committee including MOA, LBII (the contractor), OHV and
USAID representatives should be established. The committee should
meet in three months to assess progress in addres 55ing
recagendations of this evaluation and in accomplishing scopes of
work of the T.A. team members.

Adequately Addressed ‘Being Addressed Requiring Attention
x .

(This committee met last June to dlSCUSS the 1984 evaluatlon, and_‘,

subsequently to discuss the possibilities for reform of OV, Date
acconplished was June 1985.) -

19,  As specific activity objectives are developed, the contractor
and headquarters and field-level report formats should be prepared
accordingly. '

Adequately Addressed Being Addressed Requiring Attention
. : X ‘

(A system of activity reporting has been put in place for OHV and?;
‘the contractor. Date accomplished was September 1985.) -

b)\Uée of Technical Assistance

"9.. The role of technical assistants in providing sttuctured_
seminars for small groups should be considered. This may be

-9 -



pafti¢@léfi§fiﬁp6ﬁ€éhﬁtihycrédit and in planning.. These  seminars
should * he.
in”OHY“

.Aﬁédﬁdtelyfhddreésédv * Being Addressed .  RequifindeﬁEénti6ﬁf4

(Technical assistants have identifiedfnéédsféS‘théyiarfseirWithid ‘the *

accomplished was September 1985.) = -

course oOf work to conduct‘.training;,of4[$mall;‘group§;jjﬁbatgfjfg

20. sSpecific tasks should he defined for the contractor's Chief of o
Party. There should be clear outputs or activities which can be = -

reviewed at given intervals.

Adequately Addressed = Being Addressed RequirinngttentionvglQf,ff :

X
(Specific tasks were assigned to the Chief * of |

Was January 1985,)

21.  Procedures for monitoring contractor performance and foti_:f
cammunication among the - parties  should be agreed upon by~all.th;ge5:»ﬁ

parties to the Project and.then implemented,

X

Adecuately Addressed Being Addressed Requiring Attéhtiohﬁ?;yi\f’ “
(In June 1985 it was agreed that T.A., would provide_'SPecifié‘:waRszgf
for evaluation twice a year. Date accomplished was July 1985. ) SRR

22, USAID, OIV and LBII should review progréss to date agéiﬁst -
existing terms of reference, identify problems which caused lack of

progress, and clarify the respective responsibilities of all parties
for solving these problens. T S

Adequately Addressed Being Addressed Requiring Attention
X

(T.A. progress is reviewed at the January supervisory visit and
on/about  June. Day-to-day progress is reviewed at the weekly
OHV-LBII-USAID implementation review meetings. Date accomplished
was July 1985.)

23, The original terms of reference for the planner/management
technical assistance position should be reviewed and arrangements
made for short-term technical assistance to cqver those tasks, '

Adequately Addressed Being Addressed Requiring Attention
X

20 -

~combined with practicums--undertaking concrete assignments

( (:P'arty. ,v ldst : year i 1n oy
consultation with the - 1MOA, 'LBII, OHV and USAID. Date accomplished =




(The clilef Of Party was assigned some of those tasks and had been.
rhing}chemifsin¢é};he‘eyaluatibn,ﬁfDate;accomplisheq,was January

perlo

1945.) 7

37. . Provision - of additional short-term = technical assistance. is
justified to advise OV in the definition. . of * thé hardware

configuration most appropriate Ffor the computerization needs, the -
selection of pre-packaged computer software, - and ~the intensive

training of OV staff in camputer operations.

Adequately Addressed Being Addressed }lReqUifing Aﬁtéhtidﬁ'f j ;fw

X

(Canputer needs were and continue to be identified by Shortétetmfi_

T.A. Date accomplished was February 1985.)

52. The technical assistance position as OHV credit advisor should 8
be extended through the entire period of the proposed Phase I

project extension - i.e. through June 1986.

Adequately Addressed Being Addressed Requiring Attention -
X ] .

(It was decided that we would try out short-term T.A. fron fthe same
person who developed the system and re-evaluated the need For -

long-term T.A. at a future date. Target date is April 1986.)

61. Improve the training program.
- involve outside experts more frequently on specific problems.

Adequately Addressed Being Addressed Requiring Attention
)

(Qutside experts have been used extensively for computer training.-' 

Other needs have yet to be identified. Target date is March 1986.)

66. Technical assistance in agronony/extension should bhe providedf,

for the remaining period and in Future years.

Adequately Addressed Being Addressed Requiring Attention
X .

(OHV  agrees that only short-term T.A. is required for extension.
USAID is interested in pursuing a revision of extension theines and
feels outside assistance would be helpful. Research coordination
T.A. is, however, provided full time. Target date is May 1986.)

71. The T.A. team should assist OHV management to review its

approach to village-level organizations, including Tons, Groupements
and extension groups. b

- 21 -



Adequately Addressed.  Being Addressed. . Requiring Attention

(AlL T.A. has been used effectively in this area. Date 'accomplished
was Decerber 1984,) oo o TR N
72.  The USAID and the 'T.A, team should assist OHV management in
thinking through the implications of group credit and other group’
activities, such as ‘marketing, for its future structure and
functions. T T R ' B R

Adequately Addressed Beihg-Addtéssed Requiring Attention

(T.A. has assisted OHV in the development of proposals fqr"fréférhgf
Date accomplished was December 1985.) B TR

87. The engineer on the T.A. team should,be'retaihéd. o

Adequately Addressed = Being Addressed ReqUiring'Atfentioﬁlj773 

(The engincer fof road construction was retained although he has’
lately suffered fram health problems and was evacuated. = Date
accamplished was February 1985.) : o :

A joint steering cormittee was set up prior to the' 1984 evaluation
and continues to meet periodically to assess progress in addressing
recommendations from the 1984 evaluation and in accomplishing the
scopes of work for the T.A. team members. As it is difficult to
assemble all interested parties at this high level on a regular
basis, they have delegated authority to a working group of
representatives more closely associated with the project. This
group meets  on  the average once every three weeks. It is
recommendad that both AID and OHV make a concerted effort to hold
these meetings at least every two weeks, even though communications
on project matters is almost daily.

Monitoring of LBII's performance and procedures for communication
among 1OA, OHV, LBII, and USAID were established and implemented,
Progress against existing terms of reference, identification of
problems causing lack of progress, and clarification of
responsibilities in meeting these problemns has been made. It was
agreed that the project will provide only short-term assistance for
specific technical problems of the extension service in the present
phase. ‘fhe question of long-term T.A. to the extension service will
e a design issue in the second phase. The question of long-term
vs. short-term T.A, to the Credit Section deserves a more in-depth
review at this time in light of changes proposed within the systen
toward group credit through BHNDA. Outside experts are being
involved to address problems of and to improve computerization of
financial management, credit and planning activities.


http:periodical.ly

E. Financial Management<

24, General accountlng brought up to date.v
Adequately Addressed Belng Addres sedf
S .j« X o

chuxrlnq Artentlon

(CGeneral accountlng ualng the DeCalc method was brought up-to-date
early. How .- all - general accountlng - computerlzed & Date
accomplished. wus Septenber 1984.) .o .f :

25, Budget encumbrance functlon in place.; L

Adequately Addressen | Belng Addxcssed ;" ﬁéQUitingintEention5~;,~}‘““*
. X : : S e ' e

(This too is now ccmPUtéfized. Daté,jacccmplishéd' on tbééalcfffas
September 1984.) UM <"‘~ : S SRR L

26, Procurement oectlon syatens 1n place and functlonlng._,-~?3'f

Adequately Addressal Belng Addressed Requlrlnq Attentlon
X , . g

(Procurenent systems were tne first WOrk cf‘;héifinanCialacgpctf;f'
Date accomplished vas June 1984 ) o ‘T.» “ SR ;iﬁ*', g

27. Inventory controls 1mplemented w1Lh consxderatlon glvcn to oldl,j{
stocks., , ce \ i

Adequately Addressed " Being Addféaééﬁ‘“, *Requiring‘Attention
D R o

(Inventory controls have been computerized, including  the c j
disposition of old stocks. Date accomplished was September 1985.)

28. Bank account reconciliations completed within 15 days of -
receiving bank statements. 5

Adequately Addressed Being Addressed Requiring Attention
‘ X

(Bank account statements continue to arrive up to one month afte ; i
the closing date. Reconciliation is done soon afterward. Dace e
accomplished was November 1984.) ' L ' RN RS

29, Computerize the financial accountlng and 1nvcntory systens byf g)
March 31, 1985. RN . , S

Adequately Addressed Being Addressed = Rédhifinq Attentionf~3,;> ’

‘¥E23};h



(Plnnnc1al accountlng anxbinventory vere computerized in - October and
April . 198J 1espect1vely }Data entry is continuing. Target date is
narch 1980 ) Fper N AR : a

aui'zA bettY?Eash5boi{c§festabllshed and inplemented by3March 1985

AdequateiY»Addresseﬁf

Belng Addressed o Requirlng Attentlon.
~X . : ,”r<;.-; : o

(A petty cash fund pollcyv 1s establlshe I
September 1984,) SRR BN T R

31 Interest earnlngs on AID,acLounts determlned and deposlts nadegb

to a U.S. Treasury account

Adequately Addressed Belng Addressed "ReqUirihngttehtioh*5'”
x -

(Local currency began flowing to the project in Septenber 1984 andff

interest earned in October. Date acomplished was November 1984.)

32. Internal audits of inventory function implemented.

Adequately Addressed Being Addressed Requiring Attentionif'k“
X . —

(A manual verification system was put in place shortly after thef

1984 evaluation. Date accomplished was October 1984.)
33. Financialkviability and sensitivity analysis completed.

Adequately Addressed Being Addressed Requiring Attentioh
X ) ;

(First drafts of financial V1ab111ty and sen51tiV1ty analysig vere

started by OV and USAID in October 1985 but not yet completed
‘Target date is May 1986.,) « ‘

34. Analysis of sources of revehuest,ahdl assighment of  costs
completed. T T '.f e e

Adequately Addressed Being'Addressed B Requ1r1ng Attentlon
- ‘ X s

(An analysis of revenues and costs will be included'in”aﬁcomb}eted::1"?7

financial analysis, Target date is May 1986.)

35. Financial systems manual materials formulated.

Date accompllshed wasfﬁ




Adequately Addfessed , Being Addres«ed iké&diéfﬁqﬁétééhéf66§

X
(The necessary docunents are alrtddy drafted in. the foxm of serv1ce;
notes, They need to bL collattd and deSCLibed Target date is:June.
986 )

The drop in the world price of cotton has a ‘potentially "deleterious’
effect on OHV. World Bank vteports and experts agree that the
current low prices will prevail for a minimum of 2-3 years and
possibly longer. OHV might therefore require structural rather than
temporary adjustments along with the rest of the cotton sector. It -
is  recommended that OHV  and USAID complete the tinancial viability
and sensitivity analyses, and the analysis of revenue sources and
the attribution of costs in order to determine the impact on OHV.
It will probably be necessary to implement a cost reduction program,
especially in areas related to cotton commercialization.

Aside fram the financial viability and sensitivity analyses, and the
analysis of revenue sources and the attribution of costs, it°
recomrended that the Financial Expert complete a procedural manual
on the Elnanc1al systen by June, 1986, ‘ o

F. Credit

36. Computerization of the OHV credit program should proceed as
quickly as possible and should be completed by the end of the Phase
I project. All necessary canputer hardware should be 1n, place "not: -
later than January 198S. : LT

Adequately Addressed Being Addressed ReqefrinéﬁAttention‘

(The OV credit system was first computerlzed 1n Aprll 1985 Data
entry of stocks and placements has been-done except for one sector. i
Date accomplished was January 1986.) : : :

38. OHV, in coilaboration with SAFGRAD, PIRT, DSPR and DRA, should
delineate distinct agricultural capability sub-zones within the
overall OV zone and identify differing requirements for
agricultural inputs and credit delivery methods based on the varying
agricultural capabilities of the sub-zones. A preliminary plan
resulting from this Jjoint collaboration should be prepared and
submitted to USAID/Mali by January 1986.

Adequately Addressed Being Addressed Requiring Attention
< .

(The results of PIRT and DRSPR are not yet aVailable. However, the
National Direction of Agriculture will soon release an agricultural



- 20nage study. OHV curcently targets inputs adcording to crops  grown

in specific areas, but is unable to meet the total demand. Target -

date is January 1987.)

39. Revision of the current OHV system of projecting'vagfiddltural_

input demands and placements based upon projected crop hectarage

estimates is necessary to allow inclusion of more appropriate
criteria reflecting the differing agricultural capabilities of

different sub-zones of the OHV zone and actual farmer and village

association performances in credit repayments, Criteria for linking

Credit performance to input deliveries in the following crop season
Should be developed by January 1985 for use during crop season
1985/86. Criteria for linking input deliveries to agricultural
capabilities should be defined by January 1986 for use during the
1986/87 crop season. ‘

Adequately Addressed Being Addresse:l Recuiring Attention

X
(OHV ~ has formed a loan commission including members of the
Production, Planning and Financial Divisions. They - have linked
input deliveries to repayment rates, demand and agricultural
capabilities with existing information. Date accomplished was May
1985,)

40. Assessment is needed of the exact causes of current losses .in

the value of inventory stocks held in the OV input delivery and
warehousing operations, ‘The assessment should be followed by

development of a better plan to reduce these losses in the future.
The plan should be submitted to USAID/Mali for review and comments
by Novenber 1984, ‘

Adequately Addressed Béing Addressed Requiring Attention

(A plan to reduce inventory losses was developed in November 1985, -
The plan requires more development of procedures, training of agents 

and information sharing with farmers. Target date is June 1986.)

42, OHV  should make more timely payments of the rebates =

(ristournes) due to the village assocations for marketing of their
agricultural produce.

Adequately Addresser] Being Addressed Requiring Attention
X

(Discrepancics existed between the weight of cotton when bought and

when delivered. This problem resulted in delays in the payment: of
"ristournes" The problem has been resolved., Date accomplished was
May, 1985.)

o



4. 'the GRM, USAID/Mali'and ONV should dgree on a - one-time. action
to remove all outdated and/or deteriorated inventory stocks from OHV
Warehouses and write them off as losses to the credit program.

Adequately AderGSed’ 'f;Béihg7hddréssed[‘l _ Requiring Attention

(The National CcmmiSéidh;:ték'diép0se°fof"butdatedi inventory stocks,

met, -agreed to OHV requests and proceeded to destroy those stocks. -

Date acconplished was January 1986.)

46. The internal formula used by OIV to aséess ~precentage charges
for administrative costs, transport costs, and allowances for risk, .
inflation and interest in delivery of agricultural inputs to farmers -
should be based upon the results of an annual post-credit’campaign’

financial evaluation. . =

Adequately Addressed Being AddtéSsedfff5, Requirinquttéh£ibhf

(OHV performed this analysis at ‘the ‘end 6éﬁﬁ£hg,v1984135“]mafketiﬁg¢f:
season.  Administrative costs - range  from ° 3 to 6 %. Date -

accomplished was May 1985,)

47. ouv, BNDA, and USAID/Mali, with outside assistance as
necessary, should jointly determine the actual structure and
magnitude of the transaction costs incurred by OHV in implementing
the procurerent and delivery of inputs under the village association
credit program on an annual basis to detemine appropriate cost
factors to he used in each successive credit campaidgi.

Adequately Addressed Being Addres:sed Requiring Attention
L

(Prices and subsidies are determined by the Office for Stabilization
and Regulation of Prices. Input subsidies are scheduled  for
elimination by 1988. The transaction costs are calculated and taken
into consideration in establishing prices. Date accomplished was
June 1985.)

‘48,  Primary attention in the administration of OHV credit through

the end of the Phase I project should be given to servicing
individual farmer accounts. Village association accounts should be
carefully expanded in number and closely monitorod to assess their
possible larger role in the anticipated Phase II project. One
output should be an acceptable plan specifying low group defaults
are to i handled in the Euture. ‘This plan should be canpleted - by
June 1986 as an output of the Phase I project. '
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Adéquately Addressed -""Being Addressed " Requiring Attention

sheled

(O has  increascd the"peféenthge:SffiodﬁS inQvélheitoxalmbStlﬁO“%\5 
among 30 village cooperatives. - They have not  yet “had " a 'group: pay.
less /then 100 %, but should still plan for the-possibi}ity;;;T?;gggg

date is June, 1986.)

49, ‘The target repayment rate on;a11 ¢réditfloans,by{,OHV 7éEbﬂfa“
100% of outstamdling balances due, .o L

Adequately Addressed Being Addressed - Requiring Attention’
X : | T T e

season. Date accomplished was April 1984.)

(Mhe policy of 100 % repayment has beeh“iﬁhfbfééESEhcg,;he783eé4fia

50. USAID/Mali should allow OHV additional fundingfkas, nécéSséry to .
be expended in the credit program to permit the purchase of:

agricultural inputs for the 1985/86 crop season at a level at least
150% of the actual cash value of input deliveries in the 1984/85
season, '

Adequately Addressed ‘, Being Addressed Requiring Attention
X

(USAID increased the credit fund by $ 250,000 For both agricultural

equipment and fertilizer. Date accomplished was May 1985.)

5l. Credit fund utilization within OHV should be programmed jointly .

by the Credit and Procurement Sections of the Finance Division so as

to permit the latter to place all orders for agricultural inputs at
least twelve months prior to the expected time of use by Malian

farmers.

Adequately Addressed Being Addressed Recquiring Attention
X .

(Orders are placed for . fertilizer in August for evehtualbplacemengig:f

in June. Daye accomplished was June 1985.)

54. The recommended benchmark For evaluating success in credit
repayrents for the 1984/85 credit campaign -- for purposes of the
proposed internal USAID/Mali project review in March 1985 and the
subsequent decision on any Phase II project -- should be 80% of
cepayments due paid to OHV by March 15, 1985, using the credit

formula now in place which counts repayments against both arrears

and current payments due.




AdééﬁatéfyfAddfééSéﬁffj?&BéihgmAddressed . Requiring Attention -
B . e | S R

(Credit  repayments reached 80 % on both aticats’ anl dtient

payments,  and  95°.%  on. current - payments - alone.
accomplishment vas-April‘l985,) ST e e T e

s

5G. USAID/Mali should: issue a ' neiw - Project ‘Implementaion  Lobter
stating that PIL. No:'4;has;bggn;$qp¢;¢¢dgdvbetheﬁcreditigo ‘tidpSij

stipulated in the‘Eightthmépdm‘ﬁtJ 

"‘*;Beingfﬁddré5§edf¥ff‘"ﬁéquiring'Attéhtibﬁf

Adéquately Addressed
' X

Date accomplished was May 1985.)

(USAID issued a new credit. prbjéétif;mplementation"lettgtﬂ"ﬁd; f§S;?§¢

57. - The project shohld more clearly distinguish in its future

credit operations between the objective of encouraging more farmers
to use animal traction techniques and encouraging more farmers to
own their own animal traction equipment and dJdraft - animals,
regardless of the area they cultivate annually or the agricultural
labor they have available,

Adequately Addresserd Being Addressed Requirina Attention
: X

(For all equipment loans, land surface under cultivation is not a

criteria. Date accomplished was the 1985 cropping season.)

70, Before AID-funded credit is extended to any of the 70 target
Tons identified by the TA credit specialist, a study should be
carried out of traditional and modern organizations in the project

 zone,

Adequately Addressed Being Addressed Requiring Attention
X

(The Research Coordinator and Planning Division studied village

associations. Credit was extended to only 11 the first year and 30
the second. Date accomplished was Decenber 1984, )

One of the greatest acconplishments of the OHV project has been the
institution of a viable credit system for both agricultural inputs
and equiprent. In order to better plan for the accomplishment of
production goals studies related to the better allocation of credit
resource:s  should be completed at the earliest. ‘'fhese include
on-farm research trials that emphasize the production economics of
different levels of farm technology and a land use inventory to



ide“tify’f°ténfi“119fpf°d05ti9é:ﬁdneSQ15It}ié ffécomhéndaﬂ"that this

information guide both “extension ‘and credit activities to optimize

use of human and plysical resources  and maximize production -

increases., - "
OHV's experience with group credit is very positive, with consistent

repayment rates of 100%. The number of accredited village

cooperatives has risen From 11 the First year to 30 this past year.
Even though the most advanced areas in social organization have
already formed cooperatives, it is expected that this rate will
continue, It is recommended that more strengthening of village
credit  couperatives and  credit for agricultural equipment be
contiived. The decision by OHV to stock inputs only as far as the
ZER  level rmust be accompanied by more sufficient planning,
development of new procedures, training of OHV personnel and
communication with farmers.

As mentioned earlier, OHV should test giving credit without a priori
Jjudgrent based on the cash crop grovin. It is recommended that the
credit program should move to a monetized system in cases where
either inputs can be obtained from other sources or marketing is
performed Dby other agents. Cash crop diversification should be
encouraged by OV credit policy and extension practicec. In
connection with this, it is reconmended that all subsidies on
agricultural inputs be removed and that OHV charge C[armers the
actual cost of inputs plus the actual costs of placements.  Within
the current rural environment, we surmise that private sectoc
suppliers of agricultural inputs have 1little motivation to develop
markets. As a result, it is recommended that OHV not compete at
subsidized levels with other providers of agricultural inputs and at
real cost levels only until it is judged that adequate private
sector competition will ensure availability at the lowest jpossible
prices to farmers.

OHV credit policies with respect to OHV agents requires an annual
review at this time. It is noted that problems from non-payment of
credit loans by farmers are sharply reduced, whereas problems from
agent theft arc only slightly reduced. The system in place is at
least very effective in detecting agent fraud. In our annual review
it is recommended that we examine ways to further reduce agent theft,

G. Extension
'62. Review the Extension Methodology, considering such things as

group versus individual approaches, farm level-research and
demonstration Ffields, fama visits, etc. '

Adequately Addressed Being Addressed Requiring Attention

4

a\



(Oﬁv’has studied and‘vimplemenﬁed a group approach to éxtéﬁéioﬁfff'
They have also scheduled - farm visits and coordinatcd with SAFGRAD -
and DRSPR on farm level research. Demonstration fields and field

days need more attention. Target date is June 1986.)

85. Improve scheduling of activities of agents at SB‘and'ZERfiévéleﬁﬁ
to enable them to devote significantly more time to ‘téchnical,j,

activities. e

Adequately Addressed . Being Addressed Requiring Attention -

(Currently‘4 out of G days: of Chef SB's are devoted toxycéﬁtaétfﬂﬁith‘

farmers. VWhat is needed is a better definition of the.technical
themes to be extended to farmers. Target date is June 1986.)

58. The Technical Division should make a serious effort to develop
a . set of concrete recommendations based on available research
information and field observations, Economics of such
recommendations should be prepared with simple and clear
explanations.

Adequately Addressed Being Addressed Requiring Attention
X

(Current extension themes are old and often repeated. They do not
reflect all available information or research results. Better
coordination with research organizations would help solve thé
problem, Target date is June 1986.)

.12, A concrete work plan for the DNAFLA activity should be
developed which presents the current situation and gives specific
objectives for the next 6 months.

Adequately Addressed Being Addressed Requiring Attention
X| “ .

(This workplan was developed and approved as part of the contract.
Date accomplished was September 1984.)

14, Subsequent to implerientation startup on the USAID-DHAFLA
contract, attention should be given to altering the program by d)
developing special materials for the Tons Villageois and Groupements
Villageois on bookkeeping, financial concepts,  ordering,
tarehousing, and estimating hectarage and input necds.

'Adequately Addressed Being Addressed Requiring Attention -
X

(These documents have been prepared. However, there was noted a

delay in having some of the materials ‘printed and reproduced.
Target date is April 1986,) ' ‘
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76. AﬁditiOnélvands should bé providedv under the DWAFLA contract

a) for maintenance of DNAFLA's vehicles that will be used in the
project zone for the project FL component; b) for development of the
special group post literacy materials outlined above, and ¢) minimal
cash remuncration for animateurs and animatrices on a trial basis in
one or two ZAFs, including Ouelessebougou and Kati. Thisg
renuneration should come from village resources, hut resources to
conceive ané conduct the experiment should come from the project.
Suggestions can come from USAID, DNAFLA or OHV, hut nust be
acceptable to the villagers.

Adecuately Addressed Being Addressed Requiring Attention
X ‘

(The next amendment of the DNAFLA contract will include activities
to plan for self-financing of functional literacy centers. To-date

only Karan is assisting trainers. Target date is June 1986, )

77. The OHV Director General should require the Technical DiViéién ;
and the appropriate T.A. specialists to assist DNAFLA in developing.'

post-literacy training materials.

Adequately Addrassed Being Addressed Requiring Attéhtidngj/;j°

X

(The current Director General of OHV has placed ,an{’fncreaseq,i
emphasis on functional literacy. Cooperation with technicians -is' -

much improved. Date accomplished was April 1985.)

78. The USAID should consider folding the UNFM wdmén's:ProjédE,ﬁ

under the OHV Project,

Adequately Addressed Being Addressed ‘Requiring Attention
X =

(USAID has assured financing of “the woinen's project separately. oV

canmissioned DNAFLA to study and make recommendations on women's

participation in functional literacy. Date acconplished was March

1985.) '

79. DNAFLA should be concouraged to explore new concepts and
approaches to the timing and duration of FL courses, as well as to

their content, and to carry out sone experiments in this regard in

the OHV zone.

Adequately Addressed Being Addressed Requiring Attention
X 4 . ,

mR-



(DHAﬁﬁﬁfﬁEéﬁétUGiédjhéWiépp}oébhéé;fféépeéiaiin Eo woimen, -and mace
relevant. -mucl’ of *'the . teaching materials. Date  accomplished was
dJanaary ©1986,) . - oo 0T e T e .

80, | 'USAID/Mali should ébnfihue_with_the~blacksmith training at the -

rate that the OV Training Section is prepared to and capable of
handling., Training should continue throughout the Llife of - the.’

project.

Adequately Addressed Being Addressed Requiring Attentibni3;
X

(OlV has reduced the rate of training of blacksmiths to correspond
with credit availability. The rate may be increased if warranted by

individual market studies. Date accamnplished was September 1984.)

83.  Training in business and management should be included in the

blacksmith training program.

Adequately Addressed  Being Addressecd Requiring Attention
= . X

(Although planned this was dropped from the training because of time
constraints, Its importance needs to be recognized. Target date is
August 1986.)"

"Extension methodology and the development of extension themes

requires  improvement. The current system could provide nrmore
guidance and training to agents on extension methodologies. While
supervision of extension agents has improved markedly the extension
service suffers from a lack of creativity and content. To a good
extent the problem is a lack of field-tested oxtension themes.
“here exists a reliance on old themes which farmers hear repeatedly
such as planting in rows, thinning and proper plant spacing. For its
part OV is neuring completion on preparing a typoloqgy of Farms and
their own zonal anaylsis apart from that of FSR and PIRT. It is
recommended that this be completed with suflficient review before the
next growing season and that the OHV extension service begin to
fine-tune extension themes to different levels of technology and
resources. OV should organize research review sessions for agents
to exchange research results and observations with researchers. The
current ertension strategy does not present farmers with  many
alternatives in cash crop production. It is recomuended that OHV
put together the extension themes, retraining of agents and improved
extension methodologies to diversify both cash and food ccop
production which would present farmers vith a choice and enable then
to adapt to changing market conditions. Furthermore, it is
recamended that the existing T.A. team and short-term T.A.. be
utilized to assist in the identification of tested alternative
extension themes and methodoloyies.

7\



Functional literacy, while it is a noble end in and of itself,
should be used primarily to advance priority project objectives.
The area of greutest possible impact is in cooperative formation and

on-going training in cooperative nanagement., It is recaimended

that the DUAFLA program he structured to offer a greater possibility

for assisting village cooperative formation and nanagerent training
with assured access of credit Ffor women's needs. The project now
reguires greater assistance in this area beyond that which DNAFLA is
capable of providing or OV has personnel resources. It is
recorrended  that OHV  and AID review the possibility of using
project funds to finance increased assistance to OHV cooperatives
through, an indigenous or external PVO, or greater Peace Corps
participation.

The village blacksmiths orogram currently suffers fram poor planning
and a lack of economic analysis. The number of blacksmiths in the
OV zone does not preclude individualized market studies and
business plan developrent, Training for blacksmiths should have
included a notion of husiness managelaent. The role of OV as a
provider of materials does not ensure the long term provision of
those services. And vet, the blacksmiths program offers a unique
opportunity in rural private enterprise  development. With all of
this in nind it is recommended that an exhaustive study be performed
of each blacksmith's market potential, his potential technical
inprovements and investuent costs, and an economic analysis of his
business prior to planning and proceeding with training and credit
for blacksniths. OHV interventions should be phased out after

having assisted blacksmiths in identifying sources Ffor tools and

materials.

H. Infrastructure

a) Jwads

86. The project should continue to finance the roads.

Adequately Addressed Being Addressed Requiring Attention
X .

(The roads component has achieved roughly 310 kms constrdcted_Ou;foﬁ‘fg

398 kms planned. Target Jate is August 1986.)

- 87b, That USAID/Mali continue to press TP concerning adequate,‘
~ timely and continued maintenance of roads that have been built under

this project.

Adequately Addressed Being Addressed Requiring Attention
x .



(0V  has followed established procedures in planning for roads
maintenance. Public  Works included roads constructed under the
project in this years maintenance schedule. Actual road maintenance
has begun,  Date acconplished was Februacy 1986. ) o

h) Construction

23, More care should be given to ',cl_lbic:e_ otlnuldmgdesignand

contract terms.

Adequately Addressed . Being Addressed o ‘Retuiring Attention

A

(Current building coristruction plans were ‘reviewed, modified- and

finally approved, as were contractor.selection and contract terms by -

the USAID Project Hatiager and Mission engineer., Date accouplished
was December 1985.) '

Roads .

It is standard procedure in Mali to program routine maintenance of .

roads approximately 3 vyears after construction, depending on the
condition of the road. In preparation for the day road maintenance
.would begin and according to agreed upon procedutres OdV deposited
installments of approximately $3,500 in both 1984 and 1985 1into an
account with Travaux Publics. A third installment of approximately
$4,000 is to be deposited in the month of March, 1986. A year ago
OHV reported to AID that the roads were holdiny up well and that
“major maintenance with heavy machinery was not required. This was
confirmed by the OHV Project Manager by site visits and it was
agreed that we would wait and observe road conditions at the end of
the 1985 rainy secason, before submitting a plan to Travaux Publics.
In August 1985 OHV roequested, with AID approval, that road
naintenance be started on the sections of road built between October
1980 and July 1982, Travaux Publics (TP) included those roads on
their maintenance schedule during the first quarter of 1986. At the
tine of this intcernal evaluation heavy equipment from the TP yard in
Koulikoro is performing all required road maintenance according to
schedule including £illing holes and reshaping the road bed with
heavy macliinery.

IV, Caiparison of Project Progress with Expected Outputs

The 1984 external evaluation did not adequately compare actual
project progress with the expected outputs presented in  ProAg
Amendment No. 8 of July 1983. This was due to the relatively short
period of implementation of various components after the redesign.
The Anmendment effectively redesigned the project by reducing the
number of components and the expected outputs. However, the goal and
purpose Of the project remained essentially the same. In order to
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increase food crop production, productivity, marketing and raise
farmer incomes the project would have to inprove service delivery,
laryely through improved extension, credit and financial management
at QiV., Even within the inherent 1limits of rural developnient
organizations in general, there is still room for improvenent arul
there still exists the opportunity to achieve the goal and purpose of
the project.

Goal: 7o improve incomes and the quality of life of the rural poor .
in the laute Vallee area. e ‘ ol
Purpose: To increase food crop ,1pfoductivity,, _productiénﬁﬁféhdjf*
narketing in the Haute Vallee. T S ” B

OutEuts:

1) A farming systems research (FSR) activity which identifies and
proposes solutions to production problems and constraints. '

The FSR -activity began in the 1965 agricultural season in the Sectors
of Bancoumana and Ouelessebougou, one and a half years after it was
Planned. Because of budget negotiations funding for this activity
was not made available until one year after ProAg Amendment No.8.
(During this critical timeframe the T.A. Financial Analyst at OHV
died of acute hepatitis.) The GRM FSR unit (DRSPR) required an
additional 6 months to achieve certification under Requlation FAA 121
(d). The FSR unit began surveys of farm households in two of the Six
sectors of OllV. As a result of these surveys linited £ield research
has been proposed for these two sectors during the 1966 agricultural
season. This cropping season the FRS unit is expected to expand
their surveys into all of the six sectors of OHV. Apart from
gathering data and stimulating ideas and exchanges with the extension
service of OIIV, the results of FSR will be useful in future planning
of OHV activitius,

In conjunction with the FSR surveys a land use classification was to
he acconplished by the Land Use Inventocy Project (PIRT). 1In
addition, OV data collection and analysis was to provide a typology
of farmers in  order to refine extension themes to different
production zones and  target populations. Prolonged  contract
negotiations bLetween OV and PIRT have precluded an carly start-up of
this activity. However, we expect to finalyze nost of the work by
mid-1987. | The OV Division of Planning and Statistics has collected
data on OHV farmers for the last two years, although their report on
the typology of farm units has yet to be completed, More than 50
percent of OHV [ield agents have been trained and have participated
in sucveys and data collection. While it is believed that the sucvey
nethodology was acceptable, the Division's analytic capability is
weak and additional technical assistance may be required, Plans call
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for OV aiwl the FSR' unit to collaborate on data collection and
analysis for the next year and, in combination with the land use
inventory, review and . refine extension themes for (lifferent
praduction  wones - and target populations For the 1987 agriculture
season, :

2) 398 ki of roads and trails and a program of road maintenance in

the most productive zones of the Haute Vallee,

Improved roads are perceived by OHV farmers as having a positive
impact on rural development. In areas where improved roads have been
built they are considered to be the most important aspect of the
project. Consequently, in areas where improved roads have not yet
been built Ffarmers view their ahbsense as their greatest constraint to
increased productivity. In February 1986 approximately 310 kms of
roads have been constructed out of the 398 kms planned. “These roads
have opened up four areas that were previously isolated fron markets,
especially during the rainy season. The road construction crew is
scheduled to begin the final 80 kms in a fifth and last area in March
1986, Construction will not be completed by the current PACD of
September 1986, but rather in March 1987. The program for road
maintenance has been put in place and tested. Roads maintenance is
scheduled and has begun on all road built prior to 1934,

3) 100 functional literacy centers within the project zone.

One hundred and eighty Ffunctional literacy centers have been
established in OHV, of which 23 are for women. While the overall
numbers are adequate to meet the project objectives, operational
activities need to be improved. Roughly 15% of the reported 3250
participants were tested literate and only 7.5% numerically literate
during an internal evaluation in July 1985. 1In an effort to improve
literacy rates the contractor is developing and using more practical
teaching mnmaterials, wespecially for numeracy. ‘these concern farm
accounts and cooperative management of credit, among others, which
are closely tied to overall project objectives. The contractor has
studied the issuz of wosen's participation in functional literacy in
an effort to improve those statistics as well. The solution to this
problem  lies in assuring the participation of women in the entire
development  process to alleviate the over-burdening and
time-consuniing tasks that they are now performing. More time is
required before this project objective can be reached. The project
plans on acnieving the 200 functional literacy centers in the
original PP within the next two years. Ilowever, much riore attention
will be given to the quality of instruction and mnaterials, the
relationship with overall projact objectives and the inciusion of
womnen,




4) A functioning credit systen which meets the needs of farmers for

equipment and inputs and mobilizes savings for increased investment
in agricultural production. : ‘

The project has created a viable credit system at OHV, which is’

meeting farmer equipment and input needs. Repayient rates are now
approaching 100t on this year's amounts due and payments on previous
year's outstanding loans continue to be collected. The project now
has the liquidity to order equipment and inputs 9 to 10 months in
advance of credit placement. The program to  eliminate input
subsidies contimes and will be completed in 1988. In the midst of
this success several problems persist. OHV agent fraud needs to be
dealt with and sanctioned more forcefully and OV needs to further
raduce their input supply costs while paving the way for increased
private sector coupetition, Group credit to agricultural
cooparatives, currently at roughly 50% of value placed, needs to be
further encouraged to reduce the role of OV agents in credit, The
next two years vill be critical in the evolution of the credit system
to form responsible and independent OV farmers.

5) A restructuring of OHV to include: (i) operating manuals
describing the systems and procedures for persoanel  management,
financial management, accounting, purchasing, inventory control,
credit policy and management, agricultural extension and property
management;  (ii) a description of the roles, duties and
responsibilities of the OV agents and performance evaluations
criteria. ‘

An operating manual has been completed for the credit systam, and it
has been updated as the system has evolved. The basic documents and
procedures exist for an operating manual for financial management,
accounting, purchasing, inventory control, property management and
extension but rwst be organized with additional instructions. This
will be accamplished by the current PACD. The project has made the
necessary improvements in personnel management by describing the
roles, duties and responsibilities of OHV  agents. Performance
evaluation criteria are conpleted for most agents and an evaluation
of field agents has been conducted. In recognition of the complexity
of the financial systaus in place at OHV the project decided to send
the Chief of the Administrative and Financial Division Ffor Master's
level training in Accounting and Financial Management. He will
finish his program at the earliest in June 1987.

6) An extension service, including a unit working directly with
villagers to develop farmer associations which will facilitate:  the

delivery and recupcration of credit and marketing of production.

f :;33 -
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The extension  service is key to achieving the project purpose of
increasing £ood crop  productivity, production and marketing. Many
conditions are now at a point where they may by brought together to
experiment on ways to improve farmer outreach. OV has agreed to an
experiment of this type in two ZERs which will permit us to test
better coaurunications systems with farmers and that will  have
implications for further restructuring the extension service. The
experiment will include elements of a training and  visitation
approach by subject matter specialists, increased agent and farmer
contact with on-farm research trials. The experiment will be Futher
augnented by  demonstration plots, improved seed multiplication,
credit for equipment and inputs, participation by wvillage
cocperatives and extension groups and coordination with Ffunctional
literacy classes. After learning from the experiment this
agricultural season, an expanded effort is foreseen for the 1987
cropping season. When combined with the refined extension theres
which will result from the typology of farm units, production systems
and land use capabilities these changes in project implementation
should begin to result in increased agricultural production.

V. Progress in Discussions by the Comnission for Reflection on
- the Reform of the Role and Function of OV :

‘he Malian Government has for some time been studying the question of
the reform of rural developrent organizations (RDO's) such as OHV.
With assistance of the World Bank in the early 1980's they contracted
with the "Societe d'Aide .Technique pour la Cooperation et le
Developpement™  (SATEC) For an  in-depth study of RDO's. SATEC
completed their first phase "Analysis and Schedule" in August 1982
and second phase "Proposal for Reform" in- February 1985. The Vorld
Bank plans to hold a joint rultidonor/GRM workshop using the document
as a starting point for discussion in June 1986, '

The SATEC document has stimulated debate and discussions on the
refornn of RDO's within the donor comminity and the Hinistry of
Agriculture. The docunent proposes Ffewer RDO's hut requires that
each cover a larger area conforming more closely to GRM
administrative regions. Given the historical development of RDO's
this is probably not practical and offers few advantages. On the
other hand the document proposes that RDO's withdcaw f£rom input
supply, credit and camercial functions in favor of private sector
economic agents. On this point therc is general agreement  in
principle, because it is generally recognized that the GRM and/or
RDO’s cannot afford to subsidize or efficiently perform these
activities. ~

In spite of the general recognition that reform of RDOs is necessary,

the only attempt at implementing reform of an RDO has been rice

marketing liberalization of the "Office du Niger" as a part of the
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Cereals Market Restructuring Project. If this one experience this
year can be used instructively, the MHission has learned that the
implementation of RDO reform requires close study, planning,
information dissemination and supervision. The process could be very
much facilitated by a close collaborative relationship with a
project.  Interestingly, even recently designed or re~designed torld
Bank. projects do not respond to the recommendations of the SATEC
report.

Reform has cone slowly because the solutions to the inherent problens
off RDOs are complex. The GRH is naturally wary of  changes which
would possibly result in a collapse of services nov provided by RDOs
to rural farmers. Officials recall the events leading to the failure
of the peanut marketing RDO in 1982. Donors decided not to cone to
the rescue of the RDO when World market prices for peanuts
plummeted. At that time GRM policies discouraged private sector
development and the region witnessed a collapse of marketing, credit
and input supply infrastructure, and a resulting decrease in rural
income.” Within & short period of time farmers returned to
subsistence farming strategies and the region has not yet recovered.
It is in the intcrests of both the GRM and the USAID to proceed
cautiously with a program for reform of the role and function of OHV
that will benefit farmers in the long run.

A long history of French colonialization and state-run approach to
developrent has resulted in Mali looking elsevhere for guidance and
assistance. 'The MOA has turned to AID as the the lead agency in
studying practical reforms and their mneans of implementation. The
Mission has responded within the context of the OHV projact. During
our joint review of the evaluation recommendations in June 1985 the
Mission advanced the idea that many of the deficiencies of OHV in
camnercial and credit activities are inherent to RDOs and Governnmaiit
parastatals in general, and that the possibilities For correctioni of
these inherent deficiencies through managenent improvenents alone was
limited. Any follow-on project would therefore have to ~contain a
Clear strategy for increasing private sector participation in the
development of the zone. As a result of our discussicas ve decidexd
to fomm a Joint comnission ("comite de reflexiun") to evaluate
proposed reforms of the roles and functions of OlV.

The OV and MOA members of the coammission prepared an initial draft
document outlining the strategy of the Government to achieve food
self-sufficiency and case the balance of payments deficits through
increasing agricultural productivity. According to the document this
is  to be accomplished by; 1) technical interventions, and 2)
increasing village association and other private sector participation
in  credit and commercial activities in the !laute Vallee area.
Furthermore, O/IV will gradually cede its role as a sole supplier of
inputs, credit and commercialization services in favor of a
strengthened private sector, including agricultural cooperatives.,
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Eventually OV is to evolve into a plannmg and extensmn agency,
much reduced in size and complexity. Using this document as a basis
for Cfurther discussion the USAID introduced the concept of the
Logical Frameworl  Matrix and the commission adapted elements of the
initial cdocument, to the Goal and Purpose statements of t:he Logfrane.
The following vas the preliminary result.

Goal: To increase agricultural production, notably food crops, andq“
Tnet incomes of 1nhab1tant.s of the Haute Vallee -

Purpose: To increase the product1V1ty of agricultural sybt:ens, v
promote the development of agricultural Lnt:erpnses, and construct
the physical 1nfrastruct:ure necessary for econonic growth. '

While promoting agncultur.al enterprises might properly be termed an
output, the commission wanted to put up front the notion of actively
assisting private sector development. Similarly, constructing
physical infrastructure, i.e. roads, is a high priority for the
development of the region. The commission proceeded to discuss and
agree upon the respective objectively verifiable indicators, means of
verification and important assumptions for these goal and purpose
staterents.

The discussions of the caimission have reached a point where detailed
information and concrete options on the capacities of the local
private sector need to be gathered and developed. To do this the
'camm.sbmon nas agreed to use outside consultants who already have
sufficient experience in the Sahel. These studies will Ix2gin as soon
as we have joint agreement on the terms of reference, and USAID can
complete contracting procedures, probably in July and Auqust.

The Mission has good reason to believe that the reform of the role
and function of OHV will be pursued by the GRM. The reform is in
conformance with a new national emphasis on reliance on the private
sector to promote development in general in Mali. For USAID, the
project presents a unique opportunity to pramote our objectives for
policy dialogue, private sector participation, institutional
development and technology transfer.

VI. OVERALL COHCLUSIONS

‘Operation Haute Vallee has made significant progress since the
evaluation of 1981, the audit of 1982, and even the e¢valuation of
1984.  The nost inpressive of these accamplishments are in the fields
of general and financial management., While some problems still
remain, it can he said that OV now has in place management Systams
which are being followed and are effective. They have systems in
' place for personnel supervision and evaluation, definition of job
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duties and responsibilities, a model credit system, procedures for
procurenent and marketing, and financial accounting and management.
OV has remained open and receptive to camments and suggestions in
improving management systems. ’ :

The project is at a turning point, Our, emphasis on management issues =~
at  OHV  has resulted in improvement to the point vhere the

organization and USAID can now accord more attention to the targeted

beneficiaries, OHV farm households. Up to now it would be fair to-
say that the purpose of the project was to strengthen OHV's

"management capacity to deliver services to farmers. Our guiding

assumption has been that to improve OHV's capacity and efficiency to

provide those services would in turn raise agricultural (food crop)

proguction and productivity. To a certain extent these objactives

have indeed been accomplished. The most notable example is the

increase in maize production throughout the OHV zone.

The time is opportune to concentrate more on using OV as a vehicle
for transmitting technological innovations to OHV Farmers. OHV's
current leadership is disposed to try new approaches and to further
improve their service delivery. Unfortunately, OHV is still somewhat
limited by the lack of new on-famm tested crops and technologies.
This situation has improved to an extent with the SAFGRAD on—Farm
testing program and it is expected that more pronising varieties of
millet and sorghun vill enter this program in the near future. It is
incumbent upon USAID, the technical assistance team and OV to
identify and/or adapt known improved technologies for extension.

By comparing numerically the results of this internal evaluation with
our joint review on evaluation benchmarks and recamendations during
June 1985, it is possible to illustrate considerable progress being
rmade in project implementation.

Adequately Addressed Being Addressed Requiring Attention A

Assessnent Lo : L
Date 85 86 85 86 85 86
‘Recammend- s S &

ations: 2449 22 731
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OllV. has therefore coapiled a sound record in adequately addressing a
good percentage of those Recommendations and Benchmarks, especially

in the [fields of general and financial nanagement., It is therefore

the opinion of the internal evaluation that progress to date is

sufficient to allov for the project to increasingly strengthen the
outreach program to OHV fFarners.

The willingness of OHV to experiment with new approaches goes  beyond
the narrow concern for OV management improvements., Implicit in
those experiments is a major reorganization of puhlic and private
sector institutional arrangements as OV cedes its role as sole
supplier of inputs and agricultural equipment and as sole marketer
of agricultural production. Discussions to date between the MOA,
OV, and USAID indicate a willingness to refocm the role and
structure of OHV into primarily an extension and jlamning agency,
and strengthen the private sector, including village cooperatives,
to assume input supply, credit and marketing roles. The WMOA has
officially transmittel to USAID two documents of our joint
Comnission for Reflection, a draft think-picce on the Ffollow-on
project and the preliminary goal and purpose sections of a USAID
Logical Framework Hatrix for a fo.low-on project. Discussions are

at a point where additional information and options papers are
needed.

As a result of the foregoing, it is the major recommendation of the
internal evaluation. that the current phase of the project be
extended by two years, from September 15, 1986, to Septenber 15,
1288, to permit the project to achieve the outputs described in
ProAg Amendment Ho. 8 and to pernnit the USAID to enter into a
studies phase leading to further dialogue on a Phase II project.
The PACD extension will require AID/W approval and bring the 10OP up
to the maximum 10 year limit. Existing funds will pernit the
continuation of project activities for only one year at the current
level of expenditures. In order to ensure a continuation of these
activities and if warranted by progress in negotiating significant
reforms of OV, the USAID should provide adequate bridge Financing

to provide suificient time to authorize a follow-on project and

field a new technical assistance team.
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