
7%
 

CLASSIFICATI l"flr
PROJECT EVALUATION SUM R (PES) - PART I ReportSwn-bol U-447 

1. PROJECT TITLE 2. PROJECt NUMBER 3. MISSION/AIDAV OFFICE 

683-0242 1 USAID/Niger
 
4, EVALUATION NUMBER (Enter tho number malntjtntd by the

Niger Integrated Livestock Production Project reporting unit e.g., Country or AID/W Administrative Code. 
Fiscal Year Serial No. beginning with No. I each FY) 683-85-05 
0 REGULAR EVALUATION C3 SPECIAL EVALUATION 

5. KEY PROJECT IMPLEMENTATION DATES 6. ESTIMATED PROJECT 7. PERIOD COVERED BY EVALUATION
FUNDING 	 AltgustA. First B. Final C. Final = 1 19,284,000 1 Fromn(month/yr.) 	 198, 

Equivalent ExpectedPRO-AGor Obligation DeOINGvery0Input . "', $ 70000 To00 (month/yr.) December 1985 
y 83 85 F"" -- 'Date of Evaluaition / /n 

I8ovlaw 12/-/4/85 

B. ACTION DECISIONS APPROVED BY MISSION OR AIDAV OFFICE DIRECTOR 

A. List decisions and/or urresolved Issues; cite those Items needing further study. B. NAME OF C. DATE ACTION
(NOTE: Mission decisions which anticipate AID/W or reglonal office action shoulJ OFFICER TOBE 

specify type of document, e.g., alrgram, SPAR, PIO~whIch will present detailed request.) FOR ACTION COMPLETED 

1. 	Prepare/implement interim workplan GON/TUFTS/USAI 2/7/86
 

2. 	Prepare as scope of work for Tufts University to USAID/GON 2/21/86
 
prepare a draft PP Amendment on the basis of the
 
AID/CON review of the evaluation report.
 

3. 	Tufts University with CON and USAID participation TUFTS/USAID/GO 4/15/86
 
will prepare a draft PP Amendment incorporating the
 
evaluation recommendations as modified by AID/CON.
 

4. 	USAID/GON will finalize and execute a Project USAID/GON 4/30/86
 
Agreement Amendment.
 

5. 	Amend/negotiate CON/Tufts University host country GON/TUFTS/USAI 5/30/86
 
contract including subcontracts.
 

6. 	Deobligate funds in excess of those required USAID/GON 6/15/86
 
to carry out PP Amendment.
 

9. INVENTORY OF DOCUMENTS TO BE REVISED PER ASOVE DECISIONS 10. ALTERNATIVE DECISIONS ON FuTURE 
OF PROJECTPoect P-]aper: 	 "°°enato OthePl"n 	 L.-2

Project PaperV F7 I etwor(Specify) A. Cont>'ue Project Witho't Chae-g 

] Financili Plan 1XI PIO/T Interm Workplan B. ] Ch3r; -Project 0esgn !rd/z r 

LoIcal FrAmrjviork PIO/C 	 Other (Specify,,) !i 
Pro ect A;reIOnt PIO/P C. 0; 7ue Project 

11. PROJECT OFFICER AND HOST COLNTRY OR OTHER RAN;<IN,, PARTICIPANTS 12. MisioniAID,,V Offca Ot --':r , .
AS APPROPRIATE (Names and Titlc) 

L /	 

.,Stgnatre // 7
 
Marc MadlancProject Officer 

Bagoudou 'aidagi, Projecc Director ;dName
 

eter Je di t, Director
 

AID 1330-15 (3-78) 

i 



13. SUMMARY
 

The project has had a mixed record of achievements to date. Despite the
 
drought, which began in 1983 and intensified in 1984 during the first year of
 
project implementation, the project has arrived at the mid-point in its
 
existence with significant progress toward attainment of objectives in public

health, training of paramedical and paraveterinary personnel, market survey

techniques, biomass monitoring and surveillance systems, and bolstering the
 
capacities of certain government services. It has had however, little success
 
with regard to the organization of herder associations, credit fund
 
administration, functional literacy, and external participant training. 
 Other
 
project activities lie between these two extremes in attainment.
 

The Mission believes that the activities which have progressed well can be
 
extended to a larger client population and institutionalized within the GON
 
in the future. However, this must be done in the context of a completely

reorganized and renegotiated Project Agreement which recognizes what can be
 
reasonably accomplished in the remaining thirty months of the project and
 
which eliminates activities which cannot or should not be continued in the
 
context of a project with limited resources, time and authority.
 

The major problems encountered by the project revolve around the following
 
issues:
 

1. 	The drought, which began after six months of project implementation
 
and continued for the next 18 months, prohibited implementation of
 
some major project activities.
 

2. 	Inadequate negotiations on the final details of the design between AID
 
and the Government of Niger (GON).
 

3. 	Discontinuous and erratic project leadership both on the part of the
 
GON and the technical assistance contractor.
 

4. 	Lack of adequate integration of project activities with local
 
government services and the tendency in some cases to develop

activities which ran in parallel with previously existing GON programs.
 

5. 	An overly large expatriate technical assistance component given the
 
availability of well-trained Nigerien staff and the actual pattern of
 
project implementation.
 

In reponse to the drought, the project designed and is currently
 
implementing a successful emergency drought plan.
 

14. 	EVALUATION HETHODOLOGY
 

The evaluation was conducted in accordance with the provisions made in the
 
Project Paper and the Project Agreement calling for an evaluation in the
 
twenty-seventh month of project implementation i.e., October 1985. The terms
 
of reference for the evaluation was developed by USAID/Niger and expanded by
 
the GON and AID/W.
 

The objectives of the evaluation were to clarify project design, to
 
measure progress to date, and to modify project objectives if necessary. The
 
evaluation was conducted from September 21, 1985 to November 22, 1985 by an
 
eight person team. The team consisted of the following individuals.
 



Dr. Nababa Abdou,
 
Co-Evaluation Team Leader and Veterinarian,
 
Ministry of Animal Resources
 

Mr. Michael Keita,
 
Sociologist
 
Institute for Social Science Research,
 
Ministry of Higher Education and Research
 

Mr. Gado Kaka,
 
Economist,
 
Ministry of Planning
 

Mr. Harouna Hamadou,
 
Public Health Specialist,
 
Ministry of Public Health and Social Affairs
 

Mr. John Erikse
 
Co-evaluation Team Leader and Economist
 

Ms. Barbara Skapa
 
Sociologist
 

Mr. Gregory Greenwood
 
Range Ecologist and Animal Production Specialist
 

Dr. Charles Beal
 
Physician and Public Health Specialist
 

Most of the information used in the evaluation was obtained from project
 
documents, interviews during the teams visit to Tahoua, Agadez and the project
 
zone sites and additional interviews and meetings in Niamey.
 

15. EXTERNAL FACTORS
 

The major external factor affecting the project over the first
 
twenty-seven months of implementation was the drought conditions of
 
1983-1985. The drought conditions were the proximate cause for delays and/or
 
cancellations of many project activities, particularly those related to
 
organization of herder associations, animal production experiments and range
 
management and improvement efforts. The drought conditions reduced the
 
availability of natural range forages to such an extent that grazing trials,
 
installation of 
range managements areas, and various range improvements were
 
not possible in 1984/1985. Moreover, the drought conditions forced the
 
majority of herder families to flee the pastoral zone in search of pastures

further south for their remaining animals. Therefore, after approximately
 
twelve months of implementation, the project found that its only remaining
 
beneficiaries were herder families who had already lost virtually all their
 
animals or other victims of the drought conditions who were assembled in
 
refugee camps and at off-season gardening sites set up as an emergency measure
 
by the GON. From September 1984 until the present, therefore, the project had
 
its attention diverted from the planned activities of the Project Agreement to
 
drought relief and rehabilitation activities.
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The project was to develop a drought strategy as a part of its planned
 
Early Warning System. Faced with the immediate concerns of the drought, the
 
project designed an emergency drought plan to help alleviate some of the
 
adverse effects of the drought upon the inhabitants of the project zone. The
 
plan consisted of six activities, five of which were financed by the project
 
and one financed with OFDA funds. The OFDA financed activity was managed by
 
the project and provided for medicines, blankets and human health support.
 
The activities financed by the project included 1) the establishment of garden
 
sites for shallow well irrigation of vegetables and grains; 2) transportation
 
of stranded livestock from isolated areas in the project zone to areas further
 
south where pasture could be found; 3) gathering of information for an Early

Warning System; 4) creation of an animal bank to begin reconstituting herder
 
association herds; and 5) the establishment of an emergency fund for
 
unforeseen activities required in response to the drought.
 

The GON and USAID gained invaluable experience and insight in carrying out
 
the emergency drought plan. The project was able to develop a solid drought
 
strategy on the basis of actual experience. The GON now has a realistic plan

of action in the event of future drought occurrence. Moreover, the GON and
 
USAID plan to continue successful activities e.g., establishing garden sites
 
and human and animal health activities beyond the PACD as regular GON line
 
service programs.
 

Another factor which has impacted negatively the attainment of project
 
objectives is the GON's prohibitive policy concerning participant training.

This recently instituted policy allows only senior candidates who have been in
 
their civil service grade for five years or more to receive additional
 
job-related training. 
 The GON has refused to present candidates for external
 
participant training for fear that this training will result in higher civil
 
service wage commitments in the medium term.
 

Many of the assumptions at the goal, purpose and output levels have proved
 
to be invalid due to external factors. These invalid assumptions will be
 
addressed within the context of the revised project and logical framework
 
matrix.
 

16. INPUTS
 

The two major problems in this area have been disagreements over the level
 
of expatriate technical assistance actually needed to implement project
 
activities and the lack of candidates for external participant training.
 

The Government of Niger has maintained from the period of project design
 
that the level of technical assistance envisaged by Tufts University, as the
 
project designer under the Title XII collaborative-mode agreement, was in
 
excess of that required given the Nigerien specialists trained in the United
 
States under the Niger Range and Livestock Project. The basic position of the
 
Government at this time is that 1) there should be no more 
than five
 
expatriate technical assistance personnel attached to the Project from 1986
 
through 1988; and 2) the entire technical assistance budget for personnel,

including contractor overhead and support staff salaries, should not exceed 34
 
percent of total AID funds available for the project.
 

The evaluation team agreed with the GON desire to reduce the level of
 
expatriate technical assistance (TA) to five persons and recommended that only
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the Tufts University Chief-of-Party, an economist, a sociologist, a
 
veterinatian, and a public health physician be retained in the project over
 
the period 1986 to 1988. USAID believes that the level of TA should not
 
exceed 5 people buttressed by a sufficient amount of short term TA. 
With
 
respect to the limit of 34 percent for the entire TA budget 
, the Mission
 
finds this condition unrealistic given the costs of technical assistance.
 

With respect to external participant training, the problem is that the GON
 
has not presented candidates for all of the twenty four training slots
 
envisaged in the Project Agreement. This situation seems unlikely to change

in the near future given the Government's concerns for the recurrent cost

implications of such training. 
 To date, four long term participants have been
 
trained including three who began training under the first phase project. 
Six
 
people have received short-ter,' training in the U.S. and third countries and
 
three participants are in English training. 
 It is not likely that other
 
planned long term training can be completed prior to the PACD. To address
 
this issue USAID proposes carry out any long-term training under the Sahel
 
Human Resources Development Project (SHRDP). Funds would be transferred
 
accordingly from ILP to SHRDP.
 

17. 	OUTPUTS
 

As stated in the Summary above, actual progress against projected outputs
 
in the project has been mixed. With the notable exceptions of the marketing
 
survey system in the Marketing Research Component and the public health
 
program activities in the Human Resources Development Component, progress to
 
date has been partial. In the cases of the organization of new herder
 
associations and functional literacy training for herders, there has been no

perceptible progress whatever. Moreover, the concept of a "rolling design"

evolving over time in the project 
seems to have mitigated against the
 
establishment of any set of clearly defined objectively verifiable indicators
 
of project progress. In additinn, several activities in the project were
 
suspended or dropped from the various components due to the drought.
 

The principal problems affecting project progress to date - other than
 
those discussed under External Factors above 
- have been discontinuous project
 
leadership which has recently been resolved, the lack of integration of

project activities with local government agencies, and the unrealistic targets
 
set in the project design.
 

The 	present status of outputs for each of the project components is as follows:
 

A. 	Herder Organization Development
 

1. 	Approximately 110 herder organizations and 8 pastoral centers were to
 
be established. Due to the drought, no herder organizations have been
 
formed and two pastorai centers have been established.
 

2. 	The credit operations have been suspended due in part to a lack of
 
clients after the herders fled the project zone in response to the
 
drought and in part to poor repayment by herders receiving initial
 
loans. Approximately t37,000 had been disbursed. 
 The project is
 
attempting to recover these funds.
 



3. 
No studies have been carried out under this project component to
 
date. The component did carry out a census of pastoral families in
 
1983 and in 1985, a survey of drought strategies practiced by herders.
 

B. Animal Production & Health
 

This component has made some progress in the articulation of a better
 
veterinary health system. No new information on livestock production systems

has been produced, nor has time permitted the component to produce any

improved production techniques based upon better animal nutrition or herd
 
management.
 

1. 	Approximately 110 volunteer veterinary auxiliaries were to be
 
trained. 
 To date 18 have been trained. Refresher courses for these
 
auxiliaries were conducted in Decemberr 1985.
 

2. 	The component was to 
supply inputs to herders through the credit
 
program to solve the nutritional problem. No inputs, other than the
 
veterinary products supplied through the 18 auxiliaries and the
 
emergency livestock feed has been furnished to herders for their
 
livestock with or withoat credit.
 

3. 	Four veterinary posts were to be constructed. Sites have been
 
selected and construction plans approved, but no construction has
 
begun.
 

4. 	The component was to finance research to 
increase the thermostability
 
of rinderpest vaccine on collaboration with USDA Plum Island Animal

Disease Center. Seven thermo-stabilizers are currently under study
 
and 	the results are expected within one year. Prospects are hopeful

that 
a fully thermcfoable vaccine will be developed in approximately
 
18 months.
 

C. Natural Resources Maiiagement
 

1. 	The component was to address the distribution and control of water
 
points as 
a critical determinant of forage availability to pastoral

herds. 
 Very little progress has been made in understanding the
 
influence of watering on livestock production systems and the proposed
 
study on this subject has not been done.
 

2. 	The component was to continue the aerial survey started under the 
Niger Range and Livestozk Project to produce a land resources
 
inventory. 
One aerial survey flight has been accomplished since the
 
start of the project. 
 The future of aerial surveys seems uncertain
 
because of the high costs involved and no contract has been signed for
 
further survey work.
 

3. 	A program was to be established for the listing, evaluation and
 
extension of improved range management techniques through the network
 
of pastoral centers to the herders. Little progress has been made on
 
range management techniques and there is little likelihood that much
 
can 	be done in the time remaining unless waterpoint control is
 
seriously addreseed. 
 Good progress has been made in formulating and
 
testing range improvement techniques.
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4. A pastoral Early Warning System was to be established to assess the

distribution of range resources and to determine their seasonal
 
evolution in term of forage quality and quantity. Considerable
 
progress has been made toward the attainment of this objective. The
 
planned drought strategy has been developed. According to ILCA
 
personnel, the component should be able to predict biomass from
 
satellite reflectance data by the end of the project.
 

D. 	Marketing Research
 

1. 	The component has succeeded in developing an effective system for
 
collecting and summarizing livestock market data.
 

2. 	No Pastoral Food Security Index has been developed. The evaluation
 
team saw no particular value in continuing this activity. 
USAID
 
concurs with this conclusion.
 

3. 	The component has undertaken a limited number of short term studies in
 
support of other project interventions.
 

4. 	Preliminary work on constructing marketing systems models is
 
proceeding and may accelerate over the next serveral months, but no
 
major proposal for policy changes in the livestock sector have been

generated. 
 Any 	proposals for policy changes based upon quantitative

data collection by the component seem unlikely before 1987 at 
the
 
earliest.
 

5. 
No annual in-country conference specifically devoted to marketing

policy issues has been held. However, the project has worked with
 
other livestock projects in Niger to help the GON develop policy
 
concerning livestock marketing.
 

E. 	Human Resources Development
 

In the areas of human health intervention, the component has made
 
effective and sustained progress. Virtually nothing has happened in the area
 
of functional literacy training.
 

1. 	Two new dispensaries were to be established. Sites have been
 
selected, construction plans have been approved and bids have been
 
sought. Construction is projected 
to begin in the very near future.
 

2. 	The number of 
nurses and physcians to be trained was unspecified.
 
Three conferences devoted to nurse training have been held involving

48 nurses and a much lower but unspecified number of physicians.
 

3. 	96 of a projected range from 120-200 health auxiliaries have been
 
trained.
 

4. 	Nutritional studies have not been carried out. 
 However, secondary to
 
drought relief efforts, nutritional surveys have been conducted and
 
nutritional surveillance is being carried out regularly.
 



5. 
The emergency drought plan, not originally anticipated in the Project

Agreement, has provided health materials and a high level of
 
intervention with malnourished children as well as with pregnant and
 
nursing mothers.
 

6. 
Essentially nothing has been accomplished to date with respect to
 
functional literacy activities.
 

F. Project Management Unit
 

1. 
This unit has never function effectively. It is currently being

reorganized and is expecLed to begin carrying out its originally planned

duties in early 1986.
 

2. 
The planned Monitoring and Evaluation Unit is being organized.
 

3. 
The planned Management Information System is being developed.
 

4. 
The planned in-country conferences for the purpose of presenting and
 
discussing the findings and progress of the project have never been
 
held.
 

18. PURPOSE
 

The purpose of the project is 
to establish a herder organizational

structure that will serve as a vehicle for the testing and transfer to herders

of technical, financial, and managerial innovations; to increase the capacity

of the GON to provide services to 
the herders through this structure; to

assist the GON in establishing a policy environment conducive to the
 
attainment of the program goal; and to assure 
that this structure, capacity,

and environment continue to be maintained after the project is complete.
 

The end of project status for each project component was never clearly

defined. Also, the objectives of the project will 
be modified on the basis of
the evaluation findings and USAID negotiations with the GON and further
 
detailed ducing the preparation of the PP amendment. 
As such, it is not
possible at This point in time 
to predict the end of project status for any of
 
the project activities.
 

In addition to 
the external factors cited, the problem of unrealistic
 
objectives and sometimes wildly optimistic targets have contributed to

shortfalls in terms of the causal linkages between the outputs and the purpose. The most notable example is the target of 110 herder assosciations 
organized and functioning with literate leadership and self managed credit 
systems in five years. 
 To date, nothing along these lines has been

accomplished. 
A related objective of having these herder associations grouped
into eight pastoral centers and organized at higher regional levels was
similarly unrealistic in the context of the limited time, resources and
 
authority allotted 
to the project.
 

In certain areas however, th 
 project can be credited with substantial
 
progress in potentially strengt:L_ning the Government of Niger's capacity 
to
better analyze the situation in the pastoral zone and deliver valuable
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services to 
the peoples of the pastoral zone. 
 The training of paramedical

volunteers has extended the network of health services. 
Similar efforts with
veterinary assistants, who serve on a voluntary basis, have also extended
 
access of certain herders to 
routine animal health treatments.
 

With respect to economic studies, the installation of the improved market
 survey system has meant that the GON can potentially collect and process more
relevant marketing data on the livestock sector and foodgrain markets for a
relatively modest additional cost and through the use of previously

underemployed human resources. 
 Similarly, the project activities with respect
to a pastoral zone monitoring and surveillance system, if fully implemented,
could give the GON a valuable tool for use in both sectoral and regional
planning. 
The impact of these two drought innovations should be a better

qualitative and quantitative environment for policy making and greater
government capacity to deal with developing trends in the pastoral 
zone before
 
they reich disaster proportions.
 

USAID believes that activities which have proceeded well, can be

institutionalized within the GON and carried on by other means after the PACD.
 

19. GOAL/SUBGOAL
 

The sector goal to 
which the project will contribute is to increase the
well-being of pastoral 
zone inhabitants and the contribution of the pastoral

sector to 
the national economy in a way that is technically, financially, and
 
institutionally sustainable over the longer term.
 

As stated earlier USAID believes that certain of the project's activities
 
i.e. public health interventions, training of paramedical and paraveterinary
personnel, the marketing survey system, the monitoring and surveillance
 
system, and perhaps, a few others 
- can and should be institutionalized within
the GON and/or the private sector. Other activities i.e., direct project
involvement 
in the organization of Herder Associations and possibly functional
literacy programs will be dropped from the project and turned over to more 
appropriate permanent institutions.
 

As to the deficiecies in linkages between the project purpose and its
goal, USAiD agrees i:h the evaluation team's conclusion that the 
project
designers made a servcs misjudgement in hypothesizing that useful services

could only' be delivered to pastoral inhabitants only through the vehicle 
 ofthe herder issociati -'s. As written, the Project Paper impliesno that there areo-hr viable social a:1d institutional structures in the pastoral zone whichcould serve in this function. This has been proven to clearly not be the case
in that ::any of the successful elements 
 and activities within the project arebeing delivered to e client population in the obvious absence of functioning
herder associations. 
 In this sense, tying most or all of the project's
planned activities to 
the prior or simultaneous organization of herder

associations was neither wise nor necessary.
 

20. BENEFICIARIES
 

Whereas the original Project design envisaged a rather limited target

population of 18,000 herders and their families within a tightly organized

structure of herder associations, the actual project activities have served 
a
 



wider and more diverse pastoral population. The innovations in delivery of
low-cost public health and veterinary services have already provided benefits
 to both herder association members and non-members. If successfully
institutionalized over the balance of the project, they show every possibility

of serving the entire population of the pastoral zone and not just a select
group of Herder Association members. 
The same should be said of other

activities, like the improved market survey system and the monitoring and
surveillance system, which have the potential of contributing to better policy
making for the entire livestock sector and improved regional planning for the
entire country. 
Finally, development of better thermostable vaccines for
cattle diseases and an effective vaccine against small ruminant pest would
benefit client populations not only in Niger but throughout Africa.
 

21. UNPLANNED EFFECTS
 

To date, the project has engendered very few broad impacts or had very few
results vis-a-vis social structures, the environment, health, technical or
economic situations. 
A limted but very positive start has been made with
respect 
to health interventions. In providing public health services to
destitute herder families during and after the drought, the project has
only rendered not
 
a useful service, but has collected valuable information on how
to deliver services more cost effectively. 
There is also promise that certain
activities will have positive impacts on technical and economic policy making
if allowed to develop over 
the balance of the project. No negetive impacts of
current project activities are foreseeable at present.
 

22. LESSONS LEARNED
 

The following is a list of lessons learned from the experience of this
 
project to date:
 

1. Collaborative project design ­ either under normal circumstances or in
the more restricted context of the Title XII arrangement - must be
truly collaborative from the 
start. This means specifically that the
collaboration must extend beyond the relationship between AID and the

expatriate design 
team to include the active and 
constant
 
participation of 
local government representatives 
- not as "resource"
people - but as conceptualizers, negotiators, drafters, translators,
and presenters of any project design documents. 

2. When such project design documents are finally presented to AID and 
the local government, sufficient time must 
be taken to fully negotiate

the Project Agreement 
as a truly common contract on intentions and 
aspirations between the two major parties. 

3. When the Project Agreement is signed, 
it must be implemented under 
conditions that provide consistent and long-term leadership ­ both on
the part of the local government, AID, and the technical assistance
 
contractor, from the start of implementation. 

4. 
When massive social restructuring is implied as 
a precursor to

successful project implementation, such restructuring should be left
 
to institutions and social 
groupings within the local society and notgiven to the project itself - and particularly not to expatriate
technical assistance personnel unfamiliar with all the intriciacies 
and cross-cultural difficuities of such an endeavor.
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5. 
The presence of trained local staff and the predispositions of the

local government must be seriously taken into account when arriving at
the appropriate level and mix of expatriate technical assistance

personnel to be provided to 
the project. Moreover, the
responsibilities and rights of such personnel must be negotiated in
detail before implementation starts and not 
left in abeyance until
 
later problems force such negotiations.
 

6. 
The role of non-resident experts in project implementation should be
 
viewed 
as extremely limited, particularly with respect to daily
administrative and programmatic details of project implementation.

The most appropriate role for such consultants is 
as support personnel

in specific teci.nical 
areas and for limited periods of time.
 

7. The use of 
American graduate students in project activities for the

principal purposes of doing their dissertion research or "gathering

on-the-job experience" through internships should be vigorously
discouraged ­ particularly in situations where similar opportunities

cannot be 
provided for local government personnel.
 

8. All responsibilities for provision of goods and services to 
a project

should be spelled out 
in detail by contractual agreements and the
technical assistance contractor should have only very limited

sub-contracting authorities to 
provide services other than through

direct employment by itself.
 

9. The accumulation of large groups of expatriates in small towns and
 
isolated situations tends to result in social fractionation and

conflicts almost regardless of how well a project itself is going.
When projects go badly, the 
tendencies are often accentuated and lead
to the rapid development of accusatory ";;e-they" situations vis-a-vis 
local government officials and counterparts. 

23. SPECIAL WOMNIENTS OR REMARKS 

There are no special comments or remarks. 
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A. PREFACE 

The evaluation of the Niger Integrated 
Livestock Project was conducted from 
September 21, 1985 to November 22, 0:35. 
The evaluation and the subsequent report of 
its findings were accomplished as a joint 
exercise by the following team of 
specialists: 

a. Dr. Nababa Abdou, 
Co-Evaluation Team Leader and 
Veterinarian, 
Ministry of Animal Resources 

b. Mr. Michael Keita, 
Sociologist, 
Instit;',p for Social Science 
Research, 
Ministry of Higher Education and 
Research 

c. 	 Mr. Gado Kaka, 
Economist, 
Ministry of Planning 

d. 	 Mr. Harouna Hamadou, 
Public Health Specialist, 
Ministry of Public Health and Social 
Affairs 

e. 	 Mr. John H. Erilksen, 
Co-Evaluation Team Leader and 
Economist 

f. 	 Dr. Charles Beal, 
Physician and Public Health 
Specialist 

g. 	 Ms. Barbara Skapa, 
Sociologist 

h. 	 Mr. Gregory B. Greenwood, 
Range Ecologist and Animal 
Production Specialist 

The American consultants for the 
evaluation team were supplied under an 
Indefinite Quantity Contract Work Order by 
The Pragma Corporation of Falls Church, 
Virginia. 

All findings, recommendations and Project 
modifications proposed in this evaluation 
report are the direct results of the 
evaluation team's joint interviews and 
observations during its field visits to 
Tahoua, Agadez and the Project zone sites 
and additional interviews and meetings in 
Niamey. The evaluation results were 

A. PREFACE
 

L'evaluation du Projet Elevage IntegrO a 
ele realisee du 21 septembre au 22 
novembre 1985. L'6valuation et le rapport 
relatif Ases conclusions ant ete 
conjointement realises par l'6quipe de 
sp~cialistes ci-apr~s: 

a. 	 Dr. %IababaAbdou, 
Chef d'Equipe Associ, Veterinaire au 
Minist~re des Ressources Animales 

b. 	 h. Michael Keita, 
3ociologue, 
Institut de Recherche en Sciences 
Humaines, 
Hinist~re de l'Enseignement Sup~rieur 
et de la r'-cherche 

c. 	 M. Gado Kaka, 
Economiste,
 
Ministere du Plan
 

d. 	 H. Harouna Hamadou, 
Specialiste en Santd Publique Minist~re 
de la Sant6 Publique et des Affaires 
Sociales 

e. 	 M. John H. Eriksen
 
Chef d'EquipeL Associe,
 
Economiste
 

f. 	 Dr. Charles Beal, 
Medecin et Spcialiste en Santd 
Publique 

g. 	 Mlle. Barbara Slkapa,
 
Sociologue
 

h. 	 M.Gregory B. Greenwood, 
Ecologiste des Parcours et Specialiste 
en Production Animale 

Les consultants americains de l'6quipe 
d'6valuation ont et6 fournis par The Pragma 
Corporation de Falls Church, Virginia, dans le 
cadre d'un "Indefinite Q2uantity Contract Work 
Order". 

Toutes les conclusions, recommandations et 
modifications de Projet propos~es dans ce 
rapport d'6valuation sont le resultat direct des 
interviews et observations conjointes realisees 
par l'6quipe d'evaluation lors de ces visites sur 
le terrain effectu~es ATahoua, Agadez et dans 
les sites de la zone du projet et d'autres 
interviews et rdunions tenues ANiamey. Les 
travau': d'6valuation ant et6 prdsentes le I 
novembre 1985 4 une session officielle du 
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presented to a formal session of the 
Government of Niger's interministerial 
council on livestock development on 
November 1, 1985 and in subsequent final 
debriefing sessions with personnel of the 
Ministry of Animal Resources, USAID and 
Tufts University. 

In presenting our evaluation report, the 
members of the evaluation team wish to 
express our gratitude and appreciation to all 
those who contributed their time to providing 
us with insights into Project operations and 
on the larger questions of the evolution of 
the pastoral zone and the livestock sector in 
Niger. To the extent that errors in fact or 
interpretation exist in the following report, 
we apologize in advance to our interviewees 
and hold all such parties blameless for these 
our shortcominos. 

comite interministeriel pour le developpement 
du secteur de l'elevage et lors des sessions de 
travail ulterieures avec le personnel du 
Hinistere des Ressources Animales, de l'USAID, 
et de Tufts University. 

En presentant le present rapport, les 

membres de l'equipe d'evaluation adressent leur 
protonde gratitude a tous ceux qui ont sacrifie 
leur temps pour leur fournir des explications 
sur les activites du projet et sur les questions 
relatives a l'6volution de la zone pastorale et 
du secteur de P'elevage au hger. 

Au cas ou des erreurs de fait ou 
d'interpretation surviendraient dans le present 
rapport, nous presentons d'avance toutes nos 
e;:cuses aux personnes interviewees que nous 
dechargeons de toute responsabilite. 



B. EXECUTIVE SUMMARY 

The evaluation report which follows is 

presented with two objectives: 

t. 	 To accurately summarize the 
progress of the Project toward 
meeting its goal and objectives from 
design through October 1985. 

2. 	 To offer constructive analyses, 
recommendations, and modifications 
which might improve Project 
performance through June 1988. 

Since the Project itself was designed as 
six separate components, we have structured 
our analyses to conform with the initial 
presentations in the Project Paper and the 

Project Agreement. 

Organization of Herder Associations 

The organization of Herder Associations 
was to have been a major t7sk of the Project. 
From the experience gained during the first 
phase Niger Range and Livestock Project, the 

desioners of this Project were quite 
optimistic that a total of 110 Herder 
Associations could be organized and 
supported by the Project in a five-year 
period. 

After twenty-eight months, the attempt to 
form new Herder Associations has been a 
failure. No new Associations have been 
organized and the onfidence of the herders 
in the sixteen pre-existing Associations and 
pre-Associations in the Project has been 
steadily eroding. This failure stems from a 
constellation of managerial and personnel 
problems within the Project, complicated by 

the drought conditions in 1984-1985, not 
from the long-term applicability of the 
Herder Association concept. 

The dispersal of the Niger Range and 
Livestock Project staff after December 1983 
meant the loss of the only personnel who had 
truly gained the trust of the herders. The 
subsequent centralization of all 
decision-making in the Project's Tahoua 
office and delays or defaults in providing 
herders with promised inputs through the 
Herder Associations effectively paralyzed 
field operations at the two Pastoral Centers. 
The 1984-1985 drought aggravated this 
situation by diverting Project energies 
toward a drought relief effort, which 

B. RESUME EXECUTIF 

Le rapport d'evaluation suivant a deux 
objectifs: 

1. 	 Resumer de maniere adequate 
l'evolution du projet vers ses buts et 
objectifs depuis sa conception jusqu'en 
octobre 1985.
 

2. 	 Formuler des analyses constructives, 
des recommandations et des 
modifications qui pourraient ameliorer 
la performance du pro jet jusqu'en juin 
988. 

Etant donne que le pro jet lui-meme avait 6te 

con;u avec six volets distincts, nous avons de 
mgme structure notre analyse pour rester 
conforme aux presentations initiales du 
Document du Projet et de L'Accord du Projet. 

Organisation des GMP 

L'organisation des GMP devait Otre l'une des 
principales taches du projet. Grace a 
l'experience de la premiere phase du projet 

Gestion des PAturages et Elevage (PGPE), les 
responsables de la conception de ce projet 
etaient tres optimistes qu'un total de I W GMP 
pouvait etre organises et supportes par le 
projet 	en cinq ans. 

Apres vingt-huit mois, la tentative de crier 
de nouveaux GMP a Ote un echec. Aucun nouveau 
GMP n'a ete cree at la confiance des eleveurs en 

ces seize GMP et pre-GMP prO-existants s'est 
bien erodee. On a estime que cet echec n'est 

pas une question d'applicabilitO A long terme, 
mais qu'il provient d'une constellation de 
problemes personnels et de gestion au sein du 
Projet, compliquee par les conditions de Ia 

secheresse en 1984-1985. 

La dispersion du personnel du PGPE apres 
d~cembre 1983 signifiait la perte du seul 
personnel qui avait vraiment gagne la confiance 

des eleveurs. Par la suite, la centralisation du 
processus de prise de decision a Tahoua et les 
retards ou defauts accuses avant de fournir aux 
eleveurs les intrants promis par le biais de GMP 
ont effectivement paralyse les activites sur le 
terrain au niveau des deux centres pastoraux. 
La secheresse 1984-1985 a aggrave cette 
situation en orientant les ressources du Projet 
vers la lutte contre la seche'resse qui portait 
essentiellement sur les sites de cultures de 
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concentrated on off-season gardening sites. 
Finally, the lack of agreement and 
coordination between most Project personnel 
and the local agencies of the Government of 
Niger in providing services to herders 
diminished the possibility of linking the 
existing Herder Associations to a permanent 
support structure of government services. 

While 	the organization of Herder 
Associations is still judged to be a desirable 
long-term goal for the Government of Niger, 
the poor performance of the Project in this 
effort indicates to us that such 
organizational efforts are better left to the 
appropriate local government agencies. We 
recommend, therefore, that the Project 
abandon all direct efforts to organize any 
new Herder Associations, transfer the 
existing Associations to the supervision of 
the National Union of Cooperatives, and, in 

the time remaining, act only as a supporting 
resource for such Associations as are 
organized by the Government of Niger. 

Since the Project is encouraged to desist 
in further organizational efforts, we further 
recommend that the Project's Division of 
Pastoral Activities be abolished and that its 
personnel be incorporated with the Division 
of Studies and Programs to form a new 
Division of Social and Economic Support 
Services. The objectives of this new Division 
would be to support existing government 
agency programs in efforts to organize and 
service herders in the Project zone and to 
conduct such other activities as are detailed 
in Components 4 and 5 of this report. 

Finally, we recommend that all direct 
Project credit activities cease immediately 
and that any credit supplied from Project 
resources in the future be channeled through 
the National Agricultural Credit Bank or 
other private financial institutions, as 
appropriate. This credit, in our opinion, 
should only be made available if it can be 
conclusively proven that: 

I. 	 Viable technical interventions to 
increase livestock productivity are 
available; 

2. 	 Herders must have access to credit 
in order to adopt such 
interventions; 

3. 	 The terms of such loans are fully 
compatible with the real opportunity 
cost of credit in the economy; 

contre saison. Enfin, le manque d'accord et de 

coordination entre la plupart du personnel du 
Projet et les organes locaux du Gouvernement du 
Niger pour assurer les services aux dleveurs a 
reduit la possibilite de relier les GMP existants 
a une structure d'appui permanente des services 
publics. 

Bien que l'organisation des GNP soit toujours 
consideree comme un objectif souhaitable A long 
terme pour le Gouvernmenet du Niger, le 
mauvais resultat obtenu par le Projet au niveau 
de cette activitd nous prouve que de telles 
activites d'organisation doivent plutot etre 
confides aux agences publiques locales 
appropropriees. Nous recommandons par 
cons6quent que le Projet supprime toutes ses 

activitds directes visant Acrder de nouveaux 
GP et transfere les G14P actuels a la 
supervision de I'UNC et pour le rpste du tempst 
n'agise qu'en qualite de ressource d'appui aux 

GNP organises par le Gouvernement du Niger. 

Etant donn6 que le Projet est encburage I 

abandonner tout autre effort d'organisation, 
nous recommandons que la Division des 
Activites Pastorales du Projet soit supprimde et 
que son personnel soit incorporO a la Division 
des Etudes et des Programmes pour former une 
nouvelle Division des Services d'Appui 
Economique et Social. Les objectifs de cette 
nouvelle division seraient d'apporter assistance 
aux programmes des organes publics au niveau 
des activit~s visant Aorganiser les 6leveurs de 
la zone du projet et d'entreprendre des autres 
activites decrites aux volets 4 et 5 du present 
rapport. Enfin nous recommandons que toutes 
les activites de credit direct du projet cessent 

immediatement et que seul le credit fourni A 
partir des ressources du projet soit I l'avenir 
octroy6 par le biais de la CNCA au de toute 
autre institution financibre priv~e. Ce credit I 
notre avis, ne doit Otre octorye que s'il a kte 
prouv6 de manibre concluante que: 

I. 	 Des interventions techniques viables 
pour amdliorer la productivitO du b~tail 
existent; 

2. 	 Les dleveurs doivent avoir acces au 
cr6dit pour adopter ces interventions; 

3. 	 Les termes de ces credits sont bien 
compatibles avec les vrais coOts 
d'opportunit6 du credit dans 
l'Economie; 



4. 	 All costs of delivering such credit 
are recovered from the borrowers so 
as not to decapitalize any revolving 
funds; and 


5. 	 Adequate methods are formulated 
for administering loans and 
recovering repayments for herders. 

Animal Production, Veterinary Health and 
Management of Natural Resources 

An underlying assumption of AID 
involvement in Nicerien livestock 
development is that one can develop animal 
pccdu::icn and healtn technolocpes that are 
botn eccnomcally feasible and more 
productive fnan the existing systems. The 
Nioer Rance and Livestock Project, which was 
to research Iccal production systems and test 
new technolooies, never recruited a livestock 
production specialist and therefore never 
produced the desired technical package for 
herders. The present Project addressed this 
problem by implementing activities to 
provide better vpterinary care for livestock 
while instituting an accelerated program of 
field testing to produce th! required 
improvement- in livestock production 
techniques. 

The 1924-1985 drought, subsequent 
Ministry of Rural Development directives, 
and the Regional Inspector General's program 
audit diverted component efforts toward a 
feeding program to save young female 
livestock from the drought and other related 
relief activities. To date, therefore, the 
component has made slight progress in the 
articulation of a better veterinary health 
system. No new information on local 
livestock production systems has been 
produced nor has the component produced any 
improved production techniques based upon 
better animal nutrition or herd management. 
The component has, however, conclusively 
shown that emergency livestocx feeding 
programs are not viable drought strategies. 

In the time which remains to the Project, a 
restricted set of component objectives seems 
attainable. The component can train more 
veterinary auxiliaries but the total number 
trained will depend on different bases of 
recruitment, particularly if the organization 
of Herder Associations proceeds at its 

4. 	 Tous les couts a la livraison ces ces 
credits sont recouvres des eleveurs 
pour ne deca:-alser aucun fonds 
renouvelable, et 

5. 	 Des methodes adequates de gestion 
sont formulees pour gerer les prets et 
recouvrer les remboursements 
effectues.
 

Production animale, sant6 veterinaire et qestion 
des ressources naturelles 

L'une des hypotheses de base de la 
participation de 1'AID au d~veloppement de 
l'6levaae au Niger est qu'il est possible de 
developper ces tecnnologies ce proouction 
animale e* de sante qui sont a la foais 
economiquement rtalisables et plus productives 
que les systemes e;istants. Le PGPE qui devait 
faire des travaux de recherche sur les systemes 
locaux de production et tester de nouvelles 
technologies n'a jamais recrute un specialiste en 
production pastorale et par consequent n'a 
jamais 	fourni aux 6leveurs les themes 
techniques souhait~s. Le Projet actuel a 
cherche une solution & ce probleme en realisant 
des ictivites pour assurer de meilleurs soins 
vet~rinaires Al'6levaoe tout en instituant un 
programme accelere d'experimentation sur le 
terrain pour atteindre les ameliorations 
requises en techniques de production pastorale. 

La secheresse de 1984-1985, les directives 
ulterieures du Ministere du Developpement 
Rural et l'audit du programme par l'Inspecteur 
G~n~ral RFgional ont detourne les activites du 
volet vers un programme d'alimentation pour 
sauver les jeunes femelles de la secheresse et 
vers d'autres activites relatives a la lutte 
contre la sOcheresse. De ce fait, le volet a, Ace 
jour, realise quelques progres dans 
l'articulation d'un meilleur systeme de sante 
vetdrinaire. Aucune nouvelle information n'a 
6td produite concernant les systemes locaux de 
production pastorale; de meme le volet n'a 
produit aucune technique amelioree de 
production bas6e sur une meilleure nutrition 
animale ou la Qestion du troupeau. Toutefois, le 
volet a bien demontre aue les programmes 
d'urgence d'alimentation de betail ne 
constituent pas des strategies 6conomiquement 
viables de lutte contre la secheresse. 

Pour le reste de la duree du projet, il est 
encore possible d'atteindre quelques objectifs 
du vo]et. Le volet peut former davantage 



current oace. Factors e,:o:enous tcI the 
Project, such as oovernment decisions on the 
national veterinary suoply - i.e. VETOPHAR 
- system and its pricing policies, will 
determine the long-term viability of the 
veterinary auxiliary system. 

Since the component has not produced any 
improved livestock production techniques, it 
cannot have had any large impact on existing 
livestock production systems, beyond that 
furnished by the veterinary interventions. If 
the component concentrates on small 
ruminant production over the remainder of 
the Project, it may be able to soecify certain 
manatemen. ani 'eterinary practIces that 
cOuld improve produ:tion for these species to 
some unvnown oegree 'itnout expensive 
inputs or negative environmental impacts. 

Improved production per head in the 
economically important cattle herd requires 
improved animal nutrition. The nutritional 
status of these cattle depends almost 
entirely on natural range vegetation. Since 
the livestock production comoonent has not 
developed economically viable techniques to 
release the existing nutritional constraints, 
improved production must come from better 
resource management. 

The Project Paper proposed incremental 
improvement in p-oducton per hectare by 
improvino traditional water wells and by 
maximizing the efficiency of dry season 
forage use in areas where well ownership 
conferred de facto control to adjacent 
rangelands. The Project Paper did not assess 
the order of magnitude of the projected 
improvements, nor did it propose a drought 
strategy. It did, however, propose the 
establishment of a three-tiered 
environmental monitoring system to alert the 
Government of Nicer in cases of drought. 
Despite considerable delays, the component 
is perfecting this biomass monitoring and 
surveillance system at present. 

Disagreements between the Project 
Director and the expatriate technical 
assistance team moved the component's focus 
away from the politically sensitive issues of 
water and land rights and controls toward 
the less contentious practices of range 
improvements. The drought and subsequent 
government concerns over destitute herders 

d'au:iliaires voterinaires maxs le nombre total 
forme dependra des differentes bases oe 
recrutement, notamment si l'oroanisatio- ces 
GMP se poursuit ' son rythme actuel. Les 
facteurs exooenes du Projet, tels oue les 
d6cisions d! Gouvernement concernant le 
systeme national de fourniture de produits 
veterinaires; VETOPHAR, et les politiques de 
fixation des prix de ces produits, oetermineront 
la viabilit6 A long terme du systeme des 
auxiliaires v~terinaires. 

Etant donne que le volet n'a produit aucune 
technique amelioree de production pastorale, il 
n'a pu avoir un impact considerable sur les 
systemes actuels de oroduction oastcrale, 
depassant celui fouJni par les in-tervent;zns 
veterinaires. Si le volet se concenire sur la 
production de petits ruminants pendant Is reste 
de la duree du projet, il peut etre capable de 
specifier certaines techniques voterinaires et 
de gestion qui pourraient ameliorer la 
production de ces especes jusqu', un certain 
degre inconnu sans intrants onereux ou impacts 
Ocolociques negatifs. 

La production amelioree par tete dans un 
troupeau 6cononiquement important necessite 
une nutrition animale amelioree. La situation 
nutritionnelle des animaux depend 
essentiellement du couvert vegetal aes parcours
naturels. Etant donne que le volet production 
pastorale n'a pas develo'pe des themes 
techniques Oconomiouement viables pour 
surmonter les contraints nutritionne.'Ies 
existantes, la production amelioree doit 
d~couler d'une meilleure gest.on ces ressources. 

Le Document du Projet a propos6 une 
amelioration progressive de la production par 
hectare en ameliorant les points d'eau et en 
max~imisant l'efficacit de l'utilisation du 
fou, rage de saison sehe dans !es regions ot la 

prapriet6 des puits conferait de facto le 
contr0le des pdturages adjacents. Le Document 
du Projet n'a pas 6value l'ordre de l'ampleur des 
am6liorations prevues; de m6me ii n'a pas 
propose une strategie de lutte contre la 
s~cheresse. Toutefois, il a propose la miss sur 
pied d'un systeme de control ecologique a 3 
volets pour alerter le Gouvernement du Niacr en 
cas de secheresse. Maigre les retards 
considerables enregistris, le volet perfectionne 
ce systeme de contr6le et de suivi de la 
biomasse. 
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oriented improvement efforts around the 
least successful herders in the Project zone. 
Thus, for largely non-technical reasons, the 
component switched from initiating low-cost 
but politically sensitive management of 
potentially large tracts of rangeland by 
successful herders to e;:tending politically 
acceptable but expensive range improvements 
of much more limited areas to coor herders, 
who had already lost most or all of their 
animals to the latest aroucht. 

In the time remaining to the Project, the 
extension of range improvements could lead 
to improved productiQn for a small subset of 
pastoral population over very small areas at 
considerable cost. Such range improvements 
do, however, reinforce group land use rights 
and promote environment rehabilitation, 
especially near settled areas. Extension of 
land use rights over larger areas is essential 
if any improvements in per head or per 
hectare production is to necome feasible for 
large segements of the pastoral population, 
with their considerably larger herds and 
flocks. The Project can contribute to the 
progressive eytension of land use rights by 
determining the areas where even partial 
land use controls alreadv e-ist. It is a given 
that attribution of land use rights can only 
be affected by the Government of Niger, 
however, the Project can show in which areas 
such attributions would be easiest and most 
beneficial at the start. 

If, after nine years of design and 
implementation, the successive AID livestock 
projects in Niger can propose little in the 
way of cost-effective technologies that 
increase livestock production in truly 
pastoral situations, then one must question 
if such technologies exist, at least within 
the ecopolitical parameters of Niger. In this 
respect, the Project's designers were much 
too optimistic and the resources committed 
to the Project were out of proportion to the 
potential benefits. A pareto-optimal 
increase in herder welfare nay not be 
possible in the present conte':t, given the 
size of the human population living off the 
shrinking resource base. A major increase in 
livestock production will most certainly 
require a major alteration of the existing 
systems, including a reduction in pastoral 
human population through out-migrations and 
entry into alternative employment and the 

Les desaccords entre le Directeur du Projet 
et l'equipe d'assistance technique expatriee ont 
Oloigne le centre d'interet du volet des 
questions politiquement importantes relatives 
au droit et au controle des ressources en eau et 
des terres, pour l'orienter vers la question 
mains controversee d'amelioration des parcours. 
La secheresse et les preoccupations du 
Gouvernement concernant les eleveurs demunis 
ont oriente les efforts d'ameloration vers les 
eleveurs de la zone du ro jet ayant connu le 
moins de succes. Par conseauenT, pour des 
raisons essentiellement non tecnnipues, le valet 
est passe de la mise en oeuvre de la gestion non 
onereuse mais politiquement importante des 
vastes 6tendues de parcours par les eleveurs 
ayant connu du succes, Ala vulgarisation 
politiquement acceptable mais onereuse des 
ameliorations de parcours de superficies 
beaucoup plus limitees au profit des eleveurs 
demunis oui ont deja perdu tous ou presque tous 
leurs animaux a cause de la secheresse. 

Pour le reste de la durte du orojet, la 
vulgarisation des amelicrations de parcours 
pourrait entrainer une production ameloree 
concernant un petit sous-grouoe de la 
population pastorale sur de tres petites 
superficies a un cout eleve. Toutefoi5s, ces 
amelioraticns de parcours renforcent les droits 
d'utilisation des terres en commun et assurent 
la promotion de la renaoilitation ecologique, 
notamment, a cote des regions peuplees. 
L'extension des droits d'utilisation des terres 
sur de plus grandes superficies est importante 
si toute amelioration de la production par tate 
ou par hectare doit devenir realisable pour de 
grands segments de la population pastorale, 
avec leur menu et gros betail considerablement 
plus important. Le projet peut contribuer 1 
l'extension progressive des droits d'utilisation 
des terres en determinant les regions ou il 
existe dejA des droits oartiels d'utilisation des 
terres. Toutefois, l'attribution des droits 
d'utilisation des terres ne peut etre realisee 
que par le Gouvernement du Niger, mals le 
Projet peut indiquer les regions ou ces 
attributions eeraient plus faciles et bendfiques 
des le depart. 

Si apres neuf ans de conception et de mise en 
oeuvre, les projets elevage successifs de 'AID 
au Niger peuvent formuler tres peu de 
recommandations concernant les technologies 
rentables qui augmentent la production 
pastorale dans de vraies situations pastorales, 
alors on peut se demander si ces technologies 
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exclusion of non-resident herds from the 

pastoral zone. The presumption that the 
further organization of the herders will 
permit major technological improvements is 
not justified and diverts attention from a 

serious assessment of the ever-increasing 
ecolooical and technological limits of the 
pastoral zone. 

If the project cannot offer improved range 
and livestock production techniques, it can 
certainly offer a superior biomass monitoring 
and surveillance system which will facilitate 
analyses and constructive policy formulation. 

Such a system will not reduce the difficulty 
of the crucial resource management 
decisions, which must be made by the 
Government of Niger in the near future, but 

ill increase the chances that decisionsit 
taken ard policies formulated will produce 
the desired results. 

Marketing Research and Economic Studies 

The marketing research component has 
succeeded in developing an effective system 
for collecting and summarizing data on 
livestock market presentations, sales 
volumes and prices of animals and for 
monitoring cereal prices in the Project zone 
and immediately to the south of it. It has 
also standardized data collection and 
processing systems with the other livestock 
projects in the country ard has stored and 
updated the existing livestock market 
statistics of the Livestock Service. 

The component should use the rest of its 
time and resources to build upon its initial 
success by extending the improved data 
collection system to a national sample of 
livestock markets and institutionalizing the 
system in the newly-created Ministry of 
Animal Resources. Departmental agents of 
the Ministry should be trained in all aspects 
of the new system, including computer 
operations, so that they can maintain the 
data collection and processing after the end 
of the Project. 

The component should also begin studies 
aimed at isolating and analyzing the 
determinants of market volumes and prices 
for livestock and cereals in Niger through 
household surveys and directed interviews 
with marketing agents about the effective 

existent, ne serait-ce que dans les parambtres 
Ocopolitiques du Niger. A cet egard, les 

responsables de la conception du projet Otaient 

trop optimistes et les ressources allouees au 
projet etaient demesurees par rapport aux 

avantages potentiels. Une auomentation du 
bien-etre des eleveurs ne oeut etre possible 
danE le contex:te actuel, compte tenu oe 
l'effectif de la pooulation humaine dependant de 

la base des ressources oui se deteriorent. Une 

importante augmentation de la production 
pastorale necessitera presqu'assurement une 

importante modification des systemes actuels, y 

compris une reduction de la pooulation pastorale 

par le biais des emigrations Et ce l'execution 

d'un autre emploi et l'e:clusion de troupeaux 
non residents de la zone pastorale. La 

presomption selon laquelle une meilleure 
organisation des eleveurs permettra 
d'importantes amliorations technologiques 
n'est pas justifiee et detourne ['attention d'une 

sdrieuse evaluation des limites ecoloniques et 

technologiques toujours croissantes de la zone 
pastorale. 

Si le Projet ne peut 6laborer des techniques 
a laameliorees relat:ves aux parcours ,t 

production pastorale, il peut certa'iement 
dlaborer un meilleur systeme de !oivi et de 

controle de la biomasse qui facditera les 
analyses et la formulation d'une politique 
constructive. Un tel systeme ne reduiri pas 

dans un proche avenr la dificulte de la prise par 

le Gouvernement du Niger des decisions 
importantes concernant !a gestion des 
ressources; mais il augmentera les chances 
selon lesquelles les decisions prises et les 

politiques formulees produiront des resultats 

d~sires. 

Recherche sur la Commercialisation et Etudes 

Economioues 

Le volet recherche sur la commercialisation a 

r.ussi Adevelopper un systeme efficace pour la 
collecte et la synthOtisation des donnes 
concernant 3es presentations, les ventes et les 
prix des animaux sur les marches de betail et 
pour le suivi des prix des cereales clans la zone 

du projet et dans sa zone meridionale. 11 a 
egalement standardis6 les systemes de collecte 
et de traitement de donnees avec les autres 
projets elevage du pays et a stocR6 et mis A jour 
les statistiques du Services de l'Elevage 
concernant le march6 de betail. 
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costs and margins in the livestock marketing 
chain. The outputs of these studies should 
be constructive policy recommendations to 
the Ministry of Animal Resources and other 
Government of Niger agencies on livestod( 
marlketing and production for both domestic 
consumption and export. 

Human Resources Development 

in the areas of human health intervention, 
the Project has made effective and sustained 
progress in attaining component objectives. 
Human health training activities are 
proceeding on schedule but the planned 
medical and nutritional studies are just now 
getting underway. The construction of health 
dispensaries is still in the preparatory phase 
but should begin in the near future. And, 
finally, the Project health staff responded in 
outstanding fashion to the drought situation 
with both medical and nutritional 
interventions. All health activities show a 
high degree of integration with Departmental 
services and national health policies. 

The health component can continue to 
contribute to attainment of Project 
objectives by accelerating its health training 
efforts as well as by continuing nutritional 
surveillance and drought-related feeding and 
medical treatment programs. The component 
should further its contribution by actively 
participating in the national effort to 
develop an effective national health strategy 
and operational plan for primary health care 
in the pastoral zone. Short-term training of 
Nigeriens in public health practice, tropical 
medicine and epidemiology, and human 
nutrition is essential if any Nigerien staff 
are to ta(e over from the expatriate 
physician before the end of the Project. 

In direct opposition to the successes in 
human health interventions, virtually nothing 
has happened in the area of functional 
literacy training. Liasion with Departmental 
literacy agents has been non-existent and 
the specific modalities for effective 
interventions remain unspecified. The role 
of the literacy effort within the Project - or 
outside the Project with use of its resources 
- should be seriously re-examined. 

Le valet doit utiliser le reste de son temps et
 
de ses ressources pour rehausser son succes en
 
etendant le systeme de collecte de donndes a un
 
dchantillon national des march~s de b~tail et en
 
institutionnalisant le systeme amwliore dans le
 
nouveau Ministere des Ressources Animales.
 
Les agents ddpartementaux du Hinistere doivent
 
etre formes concernant tous les aspects du
 
nouveau systeme, y compris les manipulations
 
informatiques, afin de pouvoir maintenir la
 
collecte et le traitement des donnees apres la
 
fin du Projet.
 

A partir des enquetes rdalisees au niveau des 
menages et en entreprenant des interviews 
directes aupres des agents de commercialisation 
concernant les coOts reels et les ,irges de la 
chaine de commercialisation de b~tail, le valet 
doit 6galement entreprendre des etudes visant • 

dtfinir et examiner les facteurs determinant 
l'ampleur du march6 et les prix concernant le 
b6tail et les produits c~r6aliers au Niger. Ces 
etudes doivent avoir comme objectif d'adresser 
au Ministere des Ressources Animales et A 
d'autres organes du Gouvernement du Niger des 
recommandations de politique constructive 
concernant la commercialisation et la production 
du betail pour la consommation locale et pour 
l'exportation. 

D~veloopement des Ressources Humaines 

Dans la domaine des interventions concernant 
la santd humaine, le Projet a realise des progres 
remarquables et soutenus quant Ala realisation 
des objectifs prdvus. Les activites concernant 
la formation des cadres en sante humaine se 
poursuivent comme prevu et les 6tudes 
m~dicales et nutritionnelles prevues viennent 
de d~marrer. La construction des dispensaires 
est toujours a la phase pr~liminaire et doit 
demarrer dans un proche avenir. Enfin, le 
personnel de santd du pro jet a rdpondu de 
mani~re remarquable aux exigences de la 
secheresse tant au niveau des interventions 
medicales que nutritionnelles. Toutes les 
activites sanitaires font preuve d'une grande 
integration aux services d~partementaux et 
politiques nationales en mati~re de santd. 

Le valet sant6 peut continuer sa contribution 
k la r~alisation des objectifs du projet en 
accldrant les activites de la formation 
sanitaire et en poursuivant la surveillance 
nutritionnelle et les programmes d'alimentation 
et de traitement medical lies A la secheresse. 
Le valet doit renforcer sa contribution en 

to 



Proiect X.anaoement 

Although AID and the Government of Niger 
seem relatively satisfied at present with the 
Project's capacities to perform routine 
adminsitrative and financial functions, there 
are several serious issues which should be 
addressed to improve Project management. 

The most serious administrative problem 
plaguing the Project over its first 
twenty-eight months has been the lack of 
continuity in leadership by both the 
Government of Niger and the technical 
assistance contractor. Eacrh party has had 
three different individuals in the roles of 
Project Director or actLng Project Director 
and Chief-of-Party or actinc Chief-of-Party, 
respectively. This situation seems to have 
stabilized recently and will improve further 
if the Government of Niger formally appoints 
the present acting Project Director as the 
permanent Director. 

In the first half of the Proc jct, the fact 
that none of the Project Directors were 
trained administrators and that the Tufts 
University Chiefs-of-Party were apparently 
systematically excluded from most key 
Project decision-making did not create the 

"most amiable and creative of managerial 
atmospheres. 

The second major problem has been the 
sheer size of the Project's staff resident in 
Tahoua in comparison with the actual pace of 
activities undertaken, Given that most of the 
staff - both Nigerien and expatriate - seem 
to have been well-trained for their 
professional tasks and that they were 
well-motivated at the start of the Project, 
the sheer boredom and frustration imposed 
by having the majority of the Project 
activities deferred, delayed or cancelled by 
the drought conditions and other 
restrictions, comoined with the relative 
isolation of a smal: town like Tahoua, cannot 
have been conducive tc the maintenance of 
high morale and crou)p cohesiveness over so 
many months of relative idleness. And, we 
believe that many of the personnel problems 
the Project has encountered stem directly 
from the problem of havino well-motivated 
but severely underemployed personnel 
confined in a small town under very isolated 
conditions. 

participant activement a l'eifor, national ce 

misc en place d'une strategie efficace en 
matire de sante et d'un plan a'action 
concernant les soins ae sanie primaires dans la 
zone pastoraln. Une formation a court terme de 
cadres niceriens dans lee domaines de sante 
publique, de medecine et epidpmiologie tropicale 
et de nutrition humaine s'impose si un cadre 
nigdriren doit remplacer le medecin expatriO 
avant la fin du Projet. 

Contrairement au succes realist dans le 
domaine de la sante humaine, presque rien n'a 
@tt realisO dans le domaine de l'alphabOtisation 
fonctionnelle. La collaboration avec les agents 
departementau ', de l'alohabttisation n'existe 
pas et lee modalites soecifioues cevant assurer 
des interventions efficaces restent .7definies. 
Le role de l'alphabetisation dans le cadre du 
Projet (ou en denors du Projet guant a 
l'utilisation de ses ressources) doit 9tre 
serieusement re-examine. 

Gestion du Projet 

Bien que l'AID et le Gouvernement du Niger 
semblent relativement satisfaits de la capacite 
du Projet d'assurer reculierement les fonctions 
administratives et financieres, il y a 
d'importants problemes qui doivent etre resolus 
afin d'amdliorer la oestion du Projet. 

Le probleme administratif le plus serieux, qui 
a handicapO le Projet pendant ses 28 mois 
d'existence, a ete le manque de continuite au 
niveau de la direction du cote du Gouvernement 
du Niger et du contractant de l'assistance 
technique. Chaoue partie a eu trois differentes 
personnes en qualite de Directeur du Projet ou 
Directeur par Interim, et Chef d'Equipe ou Chef 
d'Equipe par Interim respectivement. Cette 
situation semble avoir connu une stabilisation 
ces derniers temps et s'ameliorera davantage si 
le Gouvernement du Niger designe officiellement 
l'actuel Directeur du Projet par Interim en 
qualite du Directeur permanent. 

Au cours de la premiere moitie de la duree du 
projet, le fait au'aucun des Directeurs du projet 
n'ait jamais eu une formation en mattere 
d'administration et que les Chefs d'Equipe de 
Tufts University aient apparemment ete ecartes 
de la prise de plusieurs decisions importantes 
concernant le Projet n'a pas permis de creer la 
plus aimable et creative des atmospheres de 
gestion. 

II 



Elructural ceficiencies ir Froiect 
adrnistration hafe included the lack of t-e. 
envisaged Proect Hanaoement Unit and the 
special Monitorino and Evaluation Unit. 
There is also considerable evidence of a 
serious lack of cooperat.on and coordination 
between the Project and local government 
aoencies in most Project activities; health, 
marketino studies, and support for veterinary 
services only excluded. 

With respect to financial administration, 
the major problems center on the slow 
aisbu-sement rate for Project funds 
earmarked and zommitted by tne AID 
Ccn- r-:Ker an on t.e aoarently excessEve 
ao. anes -eouested by tne Project for 
actvi:,' es whic are clearly not moving alona 
as orcoectec. 

'With resoect to the first problem, the 

Project and the AID Controller have 

earmarked and committed 70 percent of the 

authorized total funding of $13,394,000 but 
only $4,4,:7,901 in disbursements and 
accruals have been recorded in the first half 
of the Project. 0; this last fioure, 88.1 
percent is attributable to the Tufts 
University tecnnical assistance contract and 
its sub-contracts. 

Excessive advances were criticized by the 

Regional Inspector General's program audit 

and this problem remains in October 1985. 

The major instance at the moment is the 
Emergency Drought Plan, for which the 

Project requested a one month advance of 

56,000,000 FCFA in March f985 and had spent

only 21,000,000 FCFA through September 30, 

1985. 

A third financial problem is that the 
present Project accounting system does not 
adequately break down actual disbursements 
by specific use for different Project 
activities. This problem, combined with the 
fact that very few benefits from Project 
in-erventions have actually been quantified
by the Project, has effectively precluded 
most financial or economic analyses of these 
activities, either by the Project itself or by 
the evaluation team. 

4ith respect to programmatic problems, 
We most major is the evidence that AID and 

the Government of Niger have, from the 

Le deu:iteme prin:: al P-cleme ccncer-ne
 
l'effectif du personnel cu prcjet 
r =siant a 
Tahoua oar rapport au volume e4fecti des 
activit0s entreprises. Etant donne cue la 
majorite des emplc\'es (tant nioeriens 
qu'expatries) semblent avcir eu une formation 
concernant leurs reesponsabiltes 
professionnelles et ou'ils etaient bien motives 
au debut du Projet, l'ennui et la frustration 
imposes par la suspension, le retard ou 
l'annulation de plusieurs activit6s du projet dOs 
aux exigences de la s~cheresse et autres 
contraintes, associes a l'isolement relatif d'une 
petite villa comme Tahoua, ont contribue Ala 
deterioration du moral er de la solidarit6 du 
groupe au cours ce lusieurs mois d ir-actv:te. 
Par consequent, nois estimons oue la majorit6 
des problemes oe persunnel rencontres par le 
Projet proviennent direcTement ce cette 
situation: la miss en place d'un personnel bien 
motive mais serieusement sous-employe et mis 
dans une petite ville dans des conditions tres 
isolees. 

Les defaillances structurelles caracterisant 
l'administration du Projet tiennent a !'absence 
de !a Cellule de Gestion du Frojet et de la 
Cellule Speciale de Suiv: et d'Evaluation 
pourtant prevues par le document ae base Ou 
Projet. Il existe 6calement aes preuves 
considerables concernant un manque serieux de 
cooperation et de coordination entre le Projet et 
les agences locales du Gouvernement quant a la 
realisation de plusieurs activites du Projet. 
Seuls la santo, les etudes sur la 
commercialisation et I'apoui aux services 
viterinaires font exception. 

En ce qui concerne i'administration 
financiere, les principaux problemes sont 
notamment le faitle taux de d~boursement des
fends du Projet affectes et engages par le 
Contdleur de l'AID et les avances aoparemment 
excessives demandees par le Projet pour des 
activit~s dont le dcroulement, en toute 
6vidence, ne correspond pas aux dispositions 
prevues. 

Quant au premier probleme, le Projet et le 
Controleur de l'AID ont affecte et engae 70 
pour cent du montant total d'un financement de 
$13.394.000, mais ce n'est qu'un montant total 
de $4.487.90i au titre des d~boursements et des 
cumulations qui a Ote enregistre pendant la 
premiere moitit de la duree du Projet. De ce 
dernier chiffre, 8,1 pour cent sont attribuables 
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beginning of the Project, not been in complete 
agreement on the Project's objectives, target 
groups, and the levels of technical 
assistance needed to implement Project 
activities. The Government of Niger, just 
prior to signature of the Project Agreement, 
insisted that the minutes of a meeting held 
on August i, 1983 be inserted into the 
Project Agreement as an appendix "so that it 
can be taken into account during the 
preparation of the Agreement document 
between the two parties." 

This statement, while appended to the 
Project Agreement, does not seem to have 
been taken into account immediately by AID 
or recognized for what it truly was - i.e. a 
somewhate indirect but nevertheless cogent 
statement of the Government of Niger's 
dissatisfaction with the Project design as 
presented. By proceeding to signature of the 
Project Agreement without resolution of the 
major issues raised by the Government's 
appendix, the parties to the agreement 
committed the most sericrus strategic error 
of the entire Project's history. 
Unfortunately, in this case, the pressing 
need to sign the Project Agreement before 
the end of the fiscal year in September 1983 
overwhelmed the AID/Government of Niger 
relationship and has since led to a 
continuous round of arguments and disputes 
over basic programmatic issues, which should 
have been settled before the Agreement was 
ever signed. 

The last major problem raised during the 
evaluation related to the external training 
envisaged in the Project Agreement. In 
essence, virtually none of this training, 
which provided for twenty-four external 
scholarships, has taken place. 

The problem in this case lies wholly with 
the Government of Niger and its 
newly-instituted training policies for civil 
servants. These new policies were 
instituted as part of the Government's 
general austerity program. Under the 
program, there is great and legitimate 
concern about the ever-rising wages bill for 
employees on the civil service payroll. The 
slowdown in permissions granted for 
external training is a direct consequence of 
this concern and it has effectively blocked 

au contrat ae l'assistance technique de Tufts 
University et a ses contrats de sous-traitance. 

Les avances excessives ont dtd critiquees par 
1'audit du programme de l'Inspecteur General 
Regional, mais ce probleme persiste jusqu'en 
octobre 1985. La question principale en ce 
moment concerne le Plan d'Urgence de Lutte 
Contre la S~cheresse pour lequel le Projet a 
demand6 une avance d'un mois de 56.000.000 
FCFA en mars 1985 et n'a depense que 
21.000.000 FCFA Ala date du 30 septembre 
1985. 

Un troisieme probleme est le fait que l'actuel 
syst~me de comptabilit6 n'tablit pas de 
mani~re adequate les details reels concernant 
les ddpenses par rubrique, effectuees pour les 
diffdrentes activites du Projet. Ce probleme 
associe au fait que le Projet ne peut r6ellement 
compter qu'un nombre tres limit6 d'avantages 
provenant de ses activites a rendu difficile la 
plupart des analyses financieres ou economiques 
de ces activites par le Pro jet ou par l'equipe 
d'dvaluation. 

En ce qui concerne les problemes de 
programmation, le point le plus important est 
que des le debut du Projet, l'AID et le 
Gouvernement du Niger ne sont pas arrives &un 
concensus sur les objectifs, les groupe:­
bendficiaires du Projet ainsi que le niveau 
d'assistance technique necessaire pour Ia 
r~alisation des activites du Projet. Juste avant 
la signature de l'Accord du Projet, le 
Gouvernement du Niger insistait que le proc~s 
verbal de la rdunion tenue le I aoOt 1983 soit 
inser6 dans I'Accord du Pro jet en tant qu'annexe 
"pour en tenir compte lors de la preparation du 
document de l'Accord entre les deux parties." 

Cette declaration, bien qu'annexee &l'Accord 
du Projet, ne semble pas avoir 6t6 
immddiatement prise en consideration ou 
reconnue par l'AID pour ce qu'elle etait en fait 
c'est-a-dire une declaration indirecte mais 
valable du mecontentement du Gouvernmenet du 
Niger concernant la conception du projet telle 
que present~e. En procedant A la signature de 
l'Accord du du Projet sans avoir resolu les 
principales questions propos6es la section 
annexe par le Gouvernement, les parties 1 
l'Accord avaient commis la plus grave erreur de 
toute l'histoire du Projet. Malheursement, dans 
ce cas, le besoin pressant de signer l'Accord du 
Projet avant la fin de l'ann~e budgetaire en 
septembre 1983, a pris le pas sur les rapports 



the envisaged participant training program of 
the ProJect. 

The lac( of external training opportunities 
has had a serious depressive effort on the 
morale of the Nigerien staff in the Project. 
They now realize that, unless the Government 
grants exceptions. of its general policy and 

nominates candidates for Masters-level 
training by March I, 19::6, all of them will 
lose their training opportunities due to 
insufficient time left to complete their 
degrees before the end of the Project in June 
19V. 

In addressing all of the above management 
problems, the evaluation team has drafted 
sixteen specific recommendations for 
consideration by AID and the Government of 
Niger. We have also recommended that key 
sections of the existing Project Agreement 
be completely redrafted to reflect more 
realistic appraisals of what is actually 
possible for the Project over its last 
thirfy-two months of life. 

AID/Gouvernment du Niger et a depuis lors 

entraind une suite permanente d'argumentation 
et de contestation concernant des questions de 

programmation qui auraient dO Otre rdsolues 
meme avant la signature de l'Accord. 

Le dernier probleme majeur qui s'est posd au 
cours de l'evaluation est celui de la formation A 

l'etranger prdvue dans le cadre de l'Accord du 
Projet. En fait, pratiquement rien au niveau de 
cette formation, pour laquelle 24 bourses A 

l'tranger ont ete prevues, n'a 6t6 fait. 

Le probleme A ce niveau se situe entitrement 
du cote du Gouvernement du Niger et de ses 

nouvelles politiques c ;ncernant la formation des 

cadres de l'Etat 1 l'Otranger. Ces nouvelles 
politiques ant et6 instituees au titre du 
programme d'austerite adopt6 par le 
Gouvernement. Dans le cadre de ce programme, 
il y a une grande et lgitime preoccupation 
concernant la masse toujours croissante des 
salaires des employes de la Fonction Publique. 
La reduction des autorisations accordes pour les 

formations I l'6tranger constitue un resultat 
direct de cette preoccupation et elle a 
effectivement entravd le programme de 
formation des participants prevu dans le cadre 
du Projet. 

Le manque des possibilitds de formation A 
l'dtranger a eu une consequence n~faste sur le 
moral des cadres nigeriens employds par le 
Projet. Ils se rendent compte maintenant que, A 
mains que le Gouvernement ne fasse des 
exceptions A sa politique g6n~rale et ne d~signe 
des candidats avant le i mars 1986 pour 
poursuivre des stages de formation du niveau 
Masters, tous ces cadres perderont cette 
occasion de formation etant donne qu'il ne 

restera pas assez de temps pour achever les 

dtudes avant la fin du Projet pr6vue pour juin 
1988. 

Pour r~soudre tous les probl~mes 
administratifs mentionnes ci-dessus, l'dquipe 
d'dvaluation - formule sieze recommandations 
spicifiques pour examen par l'AID et le 
Gouvernement du Niger. Nous avons dgalement 

proposd que les sections clds de l'Accord du 
Pro jet existant fassent l'objet d'une nouvelle 
rddaction pour refleter des evlauations plus 
rdalistes de ce qui est r~ellement realisable 
dans le cadre du Projet pendant ces 32 derniers 
mois d'existence. 
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C. INTRODUCTION TO THE PROJECT 

In order to orient the reader to the 
evolution of the Integrated Livestock Project 
before launching into an evaluation of its 
components, we present in this section an 
historical sketch of the Project's 
implementation to date. For readers with a 
particular interest in certain specific 
activities, Section F of the report details the 
exact timing of the activities undertaken to 
date and compares them with the original 
Project implementation schedule set forth in 
the Project Agreement. 

The Integrated Livestock Project was 
designed as a follow-on activity to the Niger 
Range and Livestock Project. This 
first-phase project was designed in 1976 and 
1977 and implemented between 1973 and its 
official termination date of December 31, 
1983. Design of the present Project was 
initiated in January 1983 under a Title XII 
collaborative design and implementation 
agreement. Tufts University of Medford, 
Massachusetts was charged with supplying 
the exoatriate technical exoerts for the 
Project design team. The final Project Paper 
was completed in August 1933. 

The Project Agreement was signed by 
representatives of the government of Niger 
and the United States of America on August 
16, 1983. The Agreement has subsequently 
been modified by one Amendment and 
implemented through eleven Project 
Implementation Letters (PILs). A twelfth PIL 
has been drafted but has not yet been signed 
by all parties. 

Upon signature of the Project Agreement, 
the Government of Niger designated the 
Project Director of the on-going Niger Range 
and Livestc. Project to be the acting .roject 
Director for the present Project. This 
situation continued until January 3, 1934 
when the first fully-designated Project 
Director was assigned with joint supervisory 
responsibilties for both the Integrated 
Livestock Project and the Sud-Tamesna 
Project, which is supported by two French aid 
agencies. Both projects had their 
headquarters in adjacent buildings in Tahoua, 
Niger. 

C. INTRODUCTION AU PROJET 

Afin d'orienter le lecteur vers l'evolution du 
Projet Elevage Ingegre avant d'aborder 
l'6valuation de ses volets, nous presentons dans 
cette section un bref historique de la mise en 
oeuvre du projet Ace .our. Pour les lecteurs qui 
s'interessent en car-iculier I certaines
 
activites specifiques, Ia Section F du oresent
 
rapport detaille le calendrier des activites
 
entreprises Ace jour et les compare au 
calendrier initial d'ex scution du Projet soecifie 
dans l'Accord du Projet. 

Le Projet Elevage Inggr. a 6re con~u I titre 
d'activit6 de suivi au Projet Gestion des 
Piturages et Elevage. Ce projet a et4 con;u en 
1976 et 1977 et execut. entre 1973 et le 31 
d~cembre 19:33, date officielle de son 
achevement. La conception du Pro jet actuel 
avait debut6 en janvier 19:33 dans 1E cadre d'une 
conception conjointe et d'un accord d'execution 
du titre XII. Tufts University de Medford, 
Massachusetts avait dte charge de fournir les 
experts techniques exoatri.s pour l'6-quipe
 
d'elaboration du Projet. Le Document final du
 
Projet etait achev. en acut 19,33.
 

L'Accord du P-o.jet a 4t6 signe par les
 
representants du Gouvernement du Niger et des
 
Etats Unis d'Americue ie 16 acot 1983.
 
L'Accord a oar la suite et. modifie par un
 
avenant et executE oar onze lettres d'execution
 
de projet (PL). Une dou:ieme PIL a At6 redigae
 
mais nWa pas encore ere signee par toutes les
 
parties concernees.
 

D)Os la signature de l'Accord du Projet, le 
Gouvernement du Niger a d6sign6 le Directeur du 
Projet Gestion des PIturages et Elevage comme 
Directeur oar interim du Projet actuel. Cette 
situation s'est coursuivie usqu'au 3 janvier 
1984 ouand le Premier Directeur du Projet a etc 
nomme et charge le Jir-ger 4 la fois le PEI et le 
Proet Sud-Tamesna :ui est finance oar deux 
organismes fran~ais. Les deux pro.ets avaient 
leur siege dans des bitiments adjacents a 
Tahoua, Niger. 

Dans le cadre de 1/accord d'assistance 
conjointe Titre XII, Tufts University devait @tre 
le principal iournisseur du personnel expatrie 
d'assistance technicte au Projet. Le personnel 
devait .tre fourni ians le cadre d'un contrat 
entre le Gouvernement du Niger et Tufts 
University et par le iais de contrats de 
sous-traitance entre Tufts University et deux 
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Under the Title XII collaborative 
assistance arrangement, Tufts University 
was to be the principal supplier of e::patriate 
technical assistance personnel for the 
Project. These personnel were to be supplied 
under a Government of Niger/Tufts 
University contract and through subsequent 
sub-contracts between Tufts University and 
two other American universities and the 
International Livestoc( Center for Africa 
(ILCA), located in Addis Ababa, Ethiopia. 

The official signing date for the
 
Government of Niger/Tufts University 

technical assistance contract was January 

20, 19:::4. However, the Tufts technical 

assistance personnel authorized and 

approved in pre-signing negotiations began 

arriving in Niger in mid-December 1983. 


The Project essentially had an operational 
personnel complement of Nigerien specialists 
and expatriate technical assistance experts 
by May 1984. The first Tufts University 
Chief-of-Party was in place at this time 
after already having spent parts of Harch 
and April 1984 in Niger on a short-term 
consultancy basis. 

The Project's first Annual tork Plan was 
completed by March 191,-4 and approved by all 
parties by June 19:34. This Work Plan, 
however, necessitated a renegotiation of the 
level of expatriate technical assistance 
between the Government of Niger and Tufts 
University before the Plan could be put into 
action. This renegotiation was completed in 
July 1984 and the 19::4 Annual 't4ort Plan 

finally began to be implemented in August 
198:4. By this time, however, it had become 
evident to all parties that the pastoral zone 
was suffering from severe drought conditions 
as a result of the failure of the summer 
rains. 

It soon became evident that the poor rains 
in the summer of 1984 would preclude many 
Project activities being carried out as 
planned. The focus of Project activities, 
therefore, turned from those activities to 
the formulation of an Emergency Drought 
Strategy and subsequent operational plan for 
diverting Project resources into relief and 
rehabilitation efforts for herder families and 
their livestock, 

autres universites americaines et avec le Centre 
International pour l'Elevage en Afrique (CIPEA) 
1 Addis Abeba en Ethopie. 

La date officielle de signature du contrat 
d'assistance technique entre le Gouvernement du 
Niger et Tufts University etait le 20 janvier 
1984. Toutefois, le personnel d'assistance 
technique de Tufts autorise et approuve lors 
des negociations precedant la signature a 
commence A arriver au Niger vers la 
mi-decembre 19;:3. 

.Le Projet avait essentiellement avant mai 
1984 une equipe de personnel operationnelle 
composee de specialistes nigeriens et d'e::perts 
epatries de l'assistance technique. Le premier 
Chef d'Eouipe de Tufts University etait sur 
place apres avoir passe une partie des mois de 
mars et avril 19,,4 au Niger sur une base de 
services de consultation a court terme. 

Le premier Plan Annuel de Travail du Projet 
etait acheve avant mars 19'14 et approuve par 
toutes les parties avant juin 19"4. Toutefois, 
ce Plan de Travail avait besoin d'une 
renegociation entre le Gouvernement du Niger et 
Tufts University concernant le niveau 
d'assistance technique avant que le Plan ne 
puisse etre mis en oeuvre. Cette renegociation 
avait ete achevee en juillet 19:::4 et le Plan 
Annuel de Travail 19R4 a enfin ete mis en 
oeuvre en acut 1984. Toutefois, avant cette 
date, il etait evident a toutes les parties que la 
zone pastorale souffrait des conditions d'une 
rude secheresse a cause de la defaillance de la 
saison des pluies. 

Bien rite, il est devenu evident que la 
mauvaise pluviom6trie de la saison 1984 allait 
constituer un handicap pour la realisation de 
plusieurs activites du Projet. Le centre 
d'interet des activites du Pro 'tts'est par 
consequent deplace de ces activites vers la 
formulation d'une strategie d'urgence de lutte 
contre la secheresse et d'un plan d'action s'y 
apportant pour orienter les ressources du Projet 
vers des activites d'aide et de rehabilitation en 
faveur des eleveurs et de leurs troupeaux. 

Les pressions pour elaborer cette strategie 
et ce plan ont et6 considerablement accentuees 
quand, en septembre 19::4, le Projet a subi son 
premier audit portant sur l'ensemble du 
programme. Cet audit a ete realise par une 
equipe de comptables et de spelialistes en 
gestion du Bureau de l'Inspecteur General 
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The pressures to develop such a strategy 
and plan were greatly accentuated 'when, in 
September 1984, the Project underwent its 
first general program audit. This audit was 
conducted by a team of accountants and 
management speciali-,ts from the office of 
the AID Regional Inspector General in Dakar, 
Senegal. One of its major criticisms was that 
the Project, due to poor initial design and 
subsequent management, found itself with no 
effective strategy and plan fcr utilization of 
the available Project resources to aid 
drought victims and livestocI( in the pastoral 
zone. The audit report directed the Project 
to develop an effective Emergency Drought 
Strategy and plan as a matter of highest 
priority, 

The Emergency Drought Strateqv and plan 
were formulated by Project personnel, in 
collaboration with representatives of 
regional government services, between 
September and November 194. The final 
versions of the strategy and plan were 
approved by all parties in February 19:35 and 
financial execution of the plan started in 
Ilarch 1985 when AID advanced the sum of 
56,000,000 FCFA for one month's projected 
drought Pelief activities. 

During this period of general disorder in 
the implementation plans of the Project due 
to drought conditions, the Tufts University 
team encountered further difficulties with 
its first Chief-of Party who, left the Project 
in December 194. His responsibilities were 
assumed on an emergency basis by the Deputy 
Chief-of-Party although tnis person was 
never allowed to assume more than P.n acting 
Chief-of-Party status vis-a-vis the Project 
Director or the Tufts University expatriate 
personnel. His assumption of full-time 
administrative duties as ac.ing 
Chief-of-Party, however, precluded his 
continuing to act as the Project's expatriate 
advisor on animal nutrition. 

In spite of the confused conditions of the 
Project by December 19:4, the Tufts 
University team did producc its first Annual 
Project Activities Report and this report was 
followed by a similar one from the Project 
Director in January 19:::5. In addition, the 
second Annual Work( Plan was formulated by 
the Project personnel in December 19'4 and 

Regional de I'AID a Dakar au Senegal. L'une de 
ses critiques fondamentales etait que le Projet, 
&cause d'une mauvaise conception initiale et 
d'une gestion analogue, s'est retrouve sans 
strategie et plans fiables concernant 
lFutilisation des ressources disponibles du 
Projet pour porter assistance aux victimes de la 
secheresse et Al'elevage dans la zone 
pastorale. Le rapport d'audit a recommande au 
projet d'elaborer une strategie et un plan 
d'urgence de lutte contre la secheresse, tout en 
accordant a cette elaboration la plus grande 
priorite. 

La strategie et le plan d'urgence de lutte 
contre la secheresse ont dre formules par le 
personnel du Pro jet, en collaboration avec les 
representants des services regionaux entre 
septembre et novembre 1934. Les versions 
finales de la strategie et du plan ont ete 
approuvees par les deux parties en fevrier 1985 
et !'execution financiere du plan 1 commence en 
mars 19:5 quand l'AID a avance la somme de 
56,000,000 FCFA pour des activites d'un mois 
d'assistance aux -personnes frappees par la 
secheresse. 

Durant cette pdriode de d6sordre general 
dans les plans d'execution du projet dO aux 
conditions de la secheresse, l'6quipe de Tufts 
University a connu d'autres difficultes avec son 
premier Chef d'Equipe qui a quitte ie projet en 
decembre 1934. Les responsabilites ont etr 
assumees sur une base d'urgence par l'Adjoint 
au Chef d'Equipe bien que cette personne n'ait 
jamais 6t6 autorisee a assumer un role 
superieur a celui de Chef d'Equipe par interim 
vis-a-vis du Directeur du Projet ou ou personnel 
expatrie de Tufts University. Le fait d'assumer 
&plein temps les fonctions administratives de 
Chef d'Equipe par interim l'a cependant empmchd 
de continuer a agir en qualite de conseiller 
expatrie du projet en nutrition animale. 

llalgre les conditions confuses du Projet en 
d6cembre 19 4, l'quipe de Tufts University a 
produit son premier rapport d'activites' annuel 
et ce rapport a ate suivi d'un autre redige par le 
Di'ecteur du Pro jet en janvier 19:3:5. Par 
ailleurs, le second plan annuel de travail a ftO 
formule par le personnel du Projet en decembre 
1934 at arequ les approbations finales de 
toutes les parties en avril 19:5. 

En juin 1985, le Chef d'Equipe actuel de Tufts 
University a elu residence a Tahoua. Il a pu 



received final approvals from all parties by 
April 1985. 

In June 1985, the present Tufts University 
Chief-of-Party took up residence in Tahoua. 
He was able to work with the Project Director 
for about two months in July and August. In 
early September 19$5, the only 
fully-designated Project Director the Project 
had had turned over his responsibilities for 
both livestock projects in Tahoua and 
departed for an external training course. He 
was replaced on an acting basis by the senior 
Nigerien in the Project's Division of Animal 
Production Activities. 

Finally, in September 1985, the present 
Project evaluation started with the arrival in 
Niger of the American consultants. The 
evaluation activities have preoccupied 
Project personnel for a substantial portion of 
the time in October and November 19O5. 

travailler avec le Directeur du Projet pendant 
deux mois environ en juillet et abbt. Au debut 
du mois de septembre 1985, le seul direteur I 
plein temps qu'avait connu le projet s'est 
dichargO de la responsabilit. des deux projets 
dlevage et est parti poUr une formation & 
lVetranger. II a 6t6 remplace sur une base 
int~rimaire par le cadre superieur nigeriun de la 
Division des Activites de Production Animale. 

Enfin, en septembre 195, l'evaluation du 
Projet actuel a demarre avec l'arrivee au Niger 
des consultants americains. Les activites 
relatives A l'evaluation ont preoccup6 le 
personnel du Projet penoant une grance partie 
des mois d'ocobre et novemore 195. 
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D. PROJECT GOAL AND PURPOSES 

According to the Project Agreement, the 

sector goal to which the Project was to 

contribute was increasing the well-being of 

the pastoral zone inhabitants and the 
contribution the pastoral sector was making 

to the national economy in ways that were 

technically, financially, and institutionally
sustainable over the longer term. 

Achievement of this goal was thought to 

require the improved management of the 

natural resource base; development of 

apprupriate livestock technologies and 

institutions to devise, test, and transfer 
these technologies to herders; and 
modification of Government of Niger policies 
in ways that would foster the ability of the 

pastoral sector to directly finance its own 
development. 

The achievement of the goal was to be 
reflected in measurable increases in meat 
and milk production within the pastoral zone; 
increased purchases by herders of basic 
production and consumption goods; and 
improved standards of nutrition, health, 
literacy, and skills levels throughout the 

zone. Research studies were to have 
continued to develop the required baseline 
and monitoring data to ensure attainment of 
the goal. 

The assumptions underlying the 
attainment of these projected outputs were 
that: 

a. 	 The Government of Niger's 
commitment to promoting increased 
livestock production would remain 
high; 

b. 	 The marketing system would 
maintain at least its current level 
of efficiency; 

c. 	 The climate, rainfall and 
environment would not significantly 
worsen; 

d. 	 The Government of Niger would 
maintain an open attitude and 
dialogue toward policy 
reformulation, particularly as 
concerned the expanding role of the 
private sector and livestock tradC. 

D. BUT ET OBJECTIFS DU PROJET 

Conform~ment Al'Accord du Projet, le but 

sectoriel auquel le Projet devait porter sa 

contribution etait d'ameliorer le bien-etre des 

populations pastorales et la contribution du 

secteur pastoral a l'economie nationale afin de 

la rendre soutenable a long terme sur le plan 

technique, financier et institutionnel. 

On estimait que la realisation de cet objectif 

n~cessitait une meilleure gestion des 

ressources naturelles; le developpement des 
entechnologies et institutions adequates 

matiere d'elevage afin d'elaborer, tester et 

transf6rer ces technologies a l'endroit des 

6leveurs; et la modification des politiques du 

Gouvernement du Niger en vue d'ameliorer la 

capacite du secteur pastoral 1 assurer le 

financement direct de sa propre evolution. 

La realisation de cet objectif devait refleter 

une croissance considerable de la production de 

v"ande et de lait au niveau de la -one pastorale; 
r-: - achats accrus de biens de production et de 
consommation de base par les eleveurs; 
ameliorer les niveaux de nutrition, 
d'alphabetisation et de competence dans 

Des etudes de recherchel'ensemble de Ia zone. 

devaient se poursuivre afin de developper les
 

donnees de base et de surveillance requises
 
pour assurer la realisation de cet objectif.
 

Les hypotheses qui soulignent la rdalisation 

des objectifs prevus sont les suivants: 

a. L'engagement du Gouvernement du 
Niger Apromouvoir une production de 
betail accrue demeurerait eleve; 

b. 	 Le systeme de commercialisation 
maintiendrait au moins le niveau actuel 
de son efficacite; 

c. 	 Le climat, la pluviometrie et 
l'environnement ne connaitraient pas 
de degradation considerable; 

d. 	 Le Gouvernement du Niger menerait une 
attitude et un dialogue ouverts envers 
la r~forme politique en ce qui concerne 
le role croissant du secteur prive et du 
commerce du b~tail. 
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L'objectif du Projet 6tait la mise en place
The purpose of the Project was to 

d'une structure organisationnelle pastorale qui
establish a herder organizational structure 
that would serve as a vehicle for: pprmettrait de: 

a. Tester et transferer au eleveurs les 
a. Testing and transfer to herders of 

innovations techniques, financieres et
technical, financial and managerial 


administratives;
innovations; 

b. Ameliorer la capacite du Gouvernement
b. Increasing the capacity of the 

du Niger a assurer des services aux
Government of Niger to provide 

eleveurs;services to herders; 

c. Aider le Gouvernement du Niger A 
c. Assisting the Government of Niger 

6tablir une atmosphere politiquein establishing a policy environment 
favorable C la realisation de l'objectifconducive to the attainment of the 
du projet.
Project goal. 

La structure organisationnelle pastorale,
This herder organizational structure, with its 

avec une meilleure capacit6 d'assurer des
improved capacity to deliver services to 
herders and its improved policy environment, services au: eleveurs et une meilleure 

was to have been sustainable with local atmosphere politique, devait etre 
auto-suffisante a partir des ressources locales resources after the Project per se was 
1 la fin du projet.completed. 

La realisation du but du Projet devaitThe achievement of the Project purpose 

was seen to require the creation of an n~cessiter la creation d'une stucture
 

institutionnelle au niveau de la zone pastoraleinstitutional structure in the pastoral zone 
which would allow herders to pla', a qui permettrait aux eleveurs de jouer un role 

important quant la mobilisation des
substantial role in mobilizing the resources 

ressources et services necessaires a
and services necessary to increase 

This l'accroissement de la productivitJ et auzone. 
developpement de la zone. Cette structureproductivity and develop the 

structure was to have been based upon the 
devait etre basde sur les GroupementsHerder Associations, each of which would be 
lutualistes Pastorau;: (GlIP) dont chacun

comprised of fifteen to thirty herder families 
with strong social ties one to the other. comprendrait 15 a 30 familles pastorles, ayant 

des liens sociaux solides. Ces famillesThese families were to have located 
pastorales devaient, tout le long de l'annee,

themselves throughout most of each year in 
The demeurer dans le meme voisinage. Les GMPci~7ee:'h.ical proximity to each other. 

devaient alors s'organiser en oroupementsAaiociations were then to have been 
urganized into pre-cooperative groups. pre-cooperatifs. Ces groupements 

These pre-cooperative groups, in their turn pr6-cooperatifs, a leur tour, seraient d~servis 

would be served by eight Pastoral Centers. par huit centres pastoraux:. Enfin, cette 
structure institutionnelle devait servir deAnd, finally, this institutional structure was 
vehicule principal pour lancer l'initiative duto have served as the essential vehicle for 

releasing the private sector initiative of secteur prive concernant les eleveurs et de 
mecanisme par lequel des interventionsherders and as the mechanism through which 
concretes seraient entreprises afin d'augmenterconcrete interventions to increase 
la productivite.productivity would be implemented. 

The Project was to have developed a Le Projet devait mettre en place un systeme 

system involving research, herd trials, and comportant des travau: de recherche, des essais 
concernant les troupeau:, une vulgarisation quiex:tension that would link the Herder 

Associations and the administrative services permettrait d'etablir des liens entre les G14P et 

It was also to les services administratifs du Gouvernement duof the Government of Miger. 
have assisted the Herder Associations and Niger. Il devait egalement permettre aux Gl4P 

groupements pre-cooperatifs d'etablir authe pre-cooperative groups to create at the et aux 
niveau des centres pastoraux, des institutionslevel of the Pastoral Centers financial 

institutions linked to the national banking 
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system. These financial institutions were to 
have been capable of managing the Herder 
Association credit program and serving as 
financial intermediaries in mobilizing local 
savings to finance productive investments in 
the Project zone. By the end of the Project, 
these institutions and linkages were to have 
been sufficiently well established that they 
would be sustainable without further Project 
assistance. 


Finally, the Project was to have had as its 
purpose the establishment of a policy 
environment supportive of private sector 
initiative, including that of Herder 
Associations, and encouraging self-reliance 
and self-management in the pastoral zone. 

financieres li~es au systeme bancaire national. 
Ces institutions financieres devaient ttre 
capables d'assurer la gestion du programme de 
credit des G14P et de servir d'intermediaires 
financiers quant a la mobilisation des 6pargnes 
locales pour financer des investissements 
rentables au niveau de la zone du Projet. Avant 
l'achevement du Projet, ces institutions et liens 
devaient etre assez bien etablis de manitre A 
Otre soutenables sans assistance 
suppl~mentaire du Projet. 

Enfin, le Pro jet devait se fixer pour objectif 
d'Otablir une atmosphere politique favorable A 
liinitiative du secteur priv6, y compris celle des 
GMP et la promotion des notions 
d'auto-suffisance et d'auto-gestion au niveau 
de la zone pastorale. 
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OF PROJECT CO>MPONENTSE. EVALUATION 

As stated earlier, the Proect was 

presented in the Project Agreement - and 
still is organi.ed - in six components. All of 

the Project's objectively verifiable 
indicators, financial and managerial 

input/output relationships, and projected 
are tied directly toimplementation schedules 


We,
execuition of these six comonents. 
decided that the most feasible andtherefore, 

efficient way to proceed with the Project 
was to divide te evaluation teamevaluation 

into sub-roups the Purpose of.or 


evaluating each component separately and in 

depth. Each of the sub-groups was composed 

o4, at least, one Nicerien and one American 

evaluator. The sub-grouos, upon completion 

of their individual analyses, presented their 

findinos to the entire evaluation team for 

comments, discussion of ar" modifications, 

ana final team approval. 

The results of this proess are contained 


in this section of our report arouped as the 


components were originally presented in 

their Project Agreement. Each component 

evaluation is presented in five parts as 

follows: 

a. Objectives of the Component; 

b. Accomplishments to Date; 

c. Analysis and Conclusions; 

d. Recommendations; 

e. 	 Proposed Modifications Which Might 

Require Project Redesign. 

I. HERDER ORGANIZATION DEVELOPMENT 

A. Objectives cf the Component 

Under the Niger Range ard Livestock 
Project, ten pilot Herder Associations had 

been established in the Project z:re. Under 

this Project component, 110 additional Herder 

Associations were to be etaLlished in five 

years. About 18,000 herders ,,,ere expected 

to become members of these Herder 

Associations by the end or the Project and 

these Associations were to oe grcuped 

arcund eight Pastoral Centers. Careful 1 

monitoring and phasing of the develcpment of 

the Herder Associations --,as to ensure Uii' 

lessons learned in the ;irst two years of 

E. EVALUATG:!. DES VOLETS DU PROJET 

Comme nous venons de le voir, le Projet a 6t6 
- at continue Apresents dans l'Accord du Projet 

etre oraanis6 - en six valets. Thus les 

indicateurs objectivement vrifiables, tous les 

rapports financiers et administratifs 

intrants/extrants et les calandriers d'execution 

prdvus concernant le Pro jet sont directement 

& la mise en oeuvre de ces six volets. De celis 

fait, il a 6t6 decide que La maniere ia plus
 

pratique et Ia plus efficace pour proceder A
 
stait de diviser l'equipe
l'6valuation du projet 

d'evaluation en sous-groupes afin de parvenir 

une evaluation distincte et detaillee de chaque 
au moansvolet. Chaque snus-groupe comprenait 

un nigerien et un 6valuateur americain. Au 

terme de leur analyse individuelle, les 

sous-groupes ont soumis leurs conclusions A 

l'ensemble de l'6quipe d'evaluaticn pour 
de toute modificationcommentaires, examen 

effectuee et approbation finale de l'quipe. 

Les resultats de ce processus sont contenus 

dans cette section de notre rapport et classes 

selon 	l'ordre dans lequel les volets ont et6 

initialement presentes dans l'Accord du Projet. 

Chaque valet d'6valuation est presents en cinq 

parties comme suit: 

a. Objectifs du Valet; 

b. Rdalisations Ace Jour; 

c. Analyses et Conclusions; 

d. Recommandations; 

e. 	 Modifications Qui Pourraient 
Susciter La RNorientation du Projet. 

I. LE DEVELOPPEMENT DES GMP 

A. Ob iect-fs du Volet 

Dars le cadre du Projet Gestion des Parcours 

et Elevage (PGPE) 10 GHP pilotes ivaient 6te 

crees dans Ia zone du Projet. Dans ce volet, 110 

autres OMP devaient C'tre crees en cinq ans. 

18,000 6leveurs staient supposes devenir 

membres de ces G14P avant la fin du Projet et 

ces G.P devaient etre groupes autour de 8 

Centres Pastoraux (CP). Le suivi minutieux et 

l'.chelonnement de Ia cr~ation des GMP devaient 

assurer que les legons apprises durant les 2 

premieres annees du Projet seraient appliqu~es 

au prccessiis organisationnel de maniere a 
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Project experience would be applied to the 
organizational process so that Associations 
with strong management and financial 
systems could be put in place during the last 
three years of the Project. 

In order to assist in establishing the 
Herder Associations, the Project component 
was to do the following: 

I. 	 Assist the Herder Associations in 
organizing and implementing 
activities that they chose to 
undertake and that were consistent 
with the objectives of the Project; 

2. 	 Monitor and provide assistance, as 
needed, to the management of the 
Associations; 

3. 	 Provide the initial funding for the 
Associations' revolving credit 
funds; 

4. 	 Assist the appropriate government 
services in training the 
Associations' human health and 
veterinary auxiliaries; 

5. 	 Recommend operational techniques 
for increasing livestock 
productivity. 

An integral part of the Herder 
Associations was to have been the credit 
program. This program was to have been 
divided into two separate revolving funds. 
The first of these was to assist herders in 
increasing the productivity of their herds by 
financino the purchase of animals and 
livestock inputs. The second revolving fund 
was to permit herders to buy and store 
cereals in a timely manner so as to avoid 
forced sales of animals at low prices at the 
end of the dry season. The loans required to 
finance the revolving funds were to be repaid 
to the Project over a period of six years at a 
rate of interest sufficient to cover inflation, 
defaults, and administrative costs at the 
local level. At the same time, the Herder 
Associations were to institute their own 
revolving funds out of the profits accruing to 
them from the sales of animals and cereals 
for their members. Repayments to the 
Project were to be used to finance the 
creation of additional revolving funds for 
other Herder Associations. 

pouvoir crder des GHP dotes de systemes 
financiers et de gestion fiables durant les 3 
derni~res annees du Projet. 

Afin d'aider A creer les GMP, ce volet devait 
assumer les responsblilit~s suivantes: 

I. 	 Aider les GMP a organiser et r~aliser 
des activites qu'ils veulent 
entreprendre et qui cadrent avec les 
objectifs du Projet; 

2. 	 Suivre et assister, au besoin, la 
gestion des GMP; 

3. 	 Fournir le financement initial au fonds 
de credit renouvelable des GINP; 

4. 	 Aider les organes comp6tents du 
Gouvernement &former les auxiliaires 
v~t~rinaires et de sant6 humaine des 
GM P; 

S. 	 Formuler des recommandations 
concern'ant les techniques r~alisables 
pour am~liorer la productivite de 
l'levage. 

Le programme de credit devait faire partie 
int~grante des GMP. Ce programme devait -tre 
divis6 en 2 fonds renouvelables distincts. Le 
premier devait aider les 6leveurs en augmentant 
la productivit6 de leurs troupeau: grace au 
financement de l'achat des animaux et des 
intrants. Le second fonds renouvelable devait 
permettre aux eleveurs d'acheter et de stocker 
des cereales en temps opportun afin d'dviter les 
ventes forches d'animaux A bas prix A la fin de 
la saison seche. 
Les fonds necessaires pour financer les fonds 
renouvelables devaient 6tre rembourses au 
Projet sur une pOriode de 6 ans, A un taux 
d'interet suffisant pour couvrir l'inflation, les 
non-paiements et les depenses administrative­
au niveau local. Par la mome occasion, les GNP 
devaient creer leur propre fonds renouvelable 
grAce aux benefices qu'ils realisent sur les 
ventes d'animaux et de cereales a leurs 
membres. Les remboursements au Projet 
devaient servir &financer la creation d'autres 
fonds renouvelables pour d'autres GMP. 

En outre, la collecte d'informations entam~e 
dans le cadre du PGPE devait etre continuee par 
le programme socio-Oconomique du Projet avec 
une participation active des instituts de 
recherche du Gouvernement. Un important volet 
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In addition, irformation gathering started 
under the Niger Range and Livestock Project 
was to be continued by the Project's 
socio-economic program with the active 
participation of the Government of Niger's 
research institutes. A major component of 
this research program was to focus on the 
people in the Project zone who were not 
studied under the Niger Rance and Livestock 
Project in order to expand the area in which 
Herder Associations could be established to 
cover the entire Project :ne. There were 
also to have been studies on women's 
activities and a demographic survey. And, 
finally, the Project's socio-economic research 
team was to have played a major role in 
monitoring Project activities to ensure that 
they were contributing to attainment of the 
Project's goal and objectives. 

Subsequent to the signing of the Project 
Agreement, the Project was asked to develop 
an Emergency Drought Strategy and a plan 
for reallocation of Project resources for 
drought-related relief and development 
actions. The Herder Organization 
Development component was to have been a 
contributor to both the formulation and 
implementation of this strategy and plan. 

B. Accomplishments to Date 

The Project component anticipated the 
creation of sixty Herder Associations in the 
first two years of Project implementation and 
a total of 110 Associations over the 
five-year life of the Project. At the 
midpoint in the Project execution in October 

:.:5, the component claims to have ten 

Herder Associations and six pre-Herder 
Associations, which together encompass 3e5 
herder families or about 2,695 individual 
herder beneficiaries. The ten Herder 
Associations are legally constituted entities 
under the ordinances governing rural 
organizations in Niger. All of these Herder 
Associations were organized and legally 
constituted under the first-phase Niger 
Range and Livestock Project between June 
and October 1982. The remainino six 
pre-Herder Associations were also organized 
under the first-phase Project in lHarch and 
April of 19.3 but have never received 
equivalent legal status because they still 
have no approved Herder Association 
constitutions. 

de ce programme de recherche etait de mettre 
l'accent sur les populations de la zone du Projet 
qui n'avaient pas fait l'objet d'une etude sous le 
POPE afin d'agrandir la region o6 les GrP 
pourraient etre crees pour couvrir toute la zone 
du Projet. II devait egalement effectuer des 
etudes sur les activites de la femme et une 
erquete demographique. Enfin, l'equipe de 
recherche socio-economique du Projet devait 
jouer un role important au niveau du suivi des 
activites du Projet pour assurer qu'elles 
contribuaient Ala realisation des buts et 
objectifs du Projet. 

Apres la signature de l'Accord du Projet, le 
Projet devait elaborer une Strat~gie d'Urgence 
de Lutte Contre la Secheresse et un plan de 
re-affectation de ressources du Projet pour les 
activites d'aide et de developpement liees A la 
s6cheresse. Le volet developpement des GMP 
devait constltuer un element contribuant a la 
formulation et a V'execution de cette strategie 
et de ce plan. 

B. Progres Realise a ce Jour 

Le volet du Projet avait prevu la creation de 
60 OMP pendant les deux premieres annees de la 
mise en oeuvre du Projet et un total de 110 GMP 
pendant les 5 annees que durera le Projet. A 
mi-parcours de l'execution du Projet en octobre 
1985, le volet comprend 10 GMP et 6 pre-OMP qui 
ensemble englobent 35 familles pastorales soit 
pres de 2695 eleveurs beneficiaires. Les 10 
G14P sont des entites juridiquement consituees 
conformement aux ordonnances relatives aux 
organisations rurales au Niger. Tous ces 10 
GHP 6taient organises et juridiquement
consitu~s sous la Phase I du POPE entre juin et 

octobre 19-2. Les 6 autres pre-GHP etaient 
6galement organises sous la Phase I du Projet 
entre mars et avril 19:3 mais n'ont jamais requ 
un statut juridique equilavent parce qu'ils n'ont 
pas encore une constitution de GMP approuvee. 

En effet, bien que le Projet actuel, qui a 
debut6 en aot 1983, traville avec et pour les 
GMP et les pre-G1P actuels, il ne peut pas 
pretendre avoir organise ou constitue 
juridiquement de nouveaux GHP pendant la 
premiere moite de sa vie organisationnelle. Par 
ailleurs, actuellement les 10 GriP et les 6 
pr6-GHP sont toujours presumes etre 
geographiquement disperses vers le sud de la 
zone du Projet au Niger et/ou dans les pays 
voisins, notamment le Bnin et le Nigeria. Le 
personnel du volet estime actuellement que 12 
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In effect then, although the oresent 
Project, which started in August 1983, works 
with and for the existing Herder 
Associations and pre-Herder Associations, it 
cannot claim to have organized or legally
constituted any new Herder Associations 
over the first half of its crgani:ational life. 
Moreover, at present, the ten Herder 
Associations and six ore-Associations are 
still presumed to oe aeographically dispersed 
to the south of the Project zone in Niger 
and/or in the neighboring countries of 
Nigeria and Benin. Comoonent personnel
presently estimate that Tweive of the 
Associations and ore-Associations will 
return to the Project zone sometime during 
the 1985-19M6 dry season but the 
whereabouts of the remaining four 
Associations and pre-Associations is 
unknown to the Project. 

Undcr more "normal" conditions where the 
Associations and ore-Associations are 
actually in the Project zone. all of them are 
grouped around the Project Pastoral Center 
in Abalak. This Center is in Tahoua 
Deoartement and is staffed with nine 
Nigeriens. A second Pastoral Center has 
been established at In Gall in Agadez 
Department since January 19':5 but has no 
affiliated Herder Associations as yet. Both 
Pastoral Centers are oresently operated from 
rented buildinos. 

While trie Abalak Center actually has 

Herder Associations associated with it, the 

In Gall Center has or:-ceeded no further than
 
surveys of the zone and herders to date. 
This Center has a orogrim to organize uo to 
seventeen Herder Associations in the future 
but to date no concrete results have been 
achieved. 

This comocnent also has clans to organize 
acro-pastoral Herder Associations in the 
Irhazer area of Agade: Deoartment by the 
end of 1985, The copulation in cuestion 
under this plan are pecole who have moved to 
government-soonsored, of--season gardening 
sites within the pastoral zone. The plan is 
subject to consideratle controversy octh 
within the Project and between it and local 
representatives of the Nigerien Union of 
Cooperatives and the Nigerian National 
Agricultural Credit Bank. 

The controversy centers on fundamental 
issues concernino the nature and composition 

des GMP et pre-GMP retourneront vers la zone 
du Projet pendant la saison seche 1985-1986 
mais l/emplacement des 6 autres GMP et 
pre-GMP est toujours inconnu au Projet. 

Dans des conditions olus "normale" oi !es 
GM? et les pre-GMP sont effectivement dans la 
zone du Projet, tous sont grouoes autour Ou 
Centre Pastoral a Aoalak. Ce Centre est dans le 
Deoartement de Tanoua et son personnel 
comprend 9 niceriens. Un second Centre 
Pastoral a ete cree a in Gall cans le 
Deoartement d'Agaoe: deouis janvier 1985, mais 
aucun GMP n'v est encore affilie. Ces 2 Centres 
Pastoraux occuoent actuellement des batiments 
qui sont loues. 

Alors Que !e Centre d'Abalak a effectivement 
des GMP qui lui sont associes, ie Centre d'in 
Gall jusqu'a ce jour n'a ou entreorendre qua des 
Otudes portant sur la zone et les 6leveurs. Le 
programme de ce Centre est d'organiser 17 GMP 
mais a ce jour aucun resultat concret n'a Ot6 
enrealstre. 

Ce voiet a ecalement dour Dian dcorganiser
 
des GMP agro-castorau. cans la regoin de
 
l'Irbazer du Deoartement d'Agadez avant fin
 
1985. Les pooulations dont il s'acit cans le
 
cadre de ce oian sont ies ooulations ou ont 
ouitt6 les sites de culture ce contre saison de 
l'Etat au sein ce la :one oas-oraie. Le Dian est 
sujet a une m:crtanTe controverse tant au 
niveau du Projet iui-meme ou'entre le Frojet at 
les representants locau, ae I'UNC et de !a 
CNCA. 

La controverse corte sur des cuestions
 
fondamentales -oncernant la nature et la
 
composition Ces -MPet ies xjrioLctions
 
administratives ccncernant a oe, on des
 
cooperatives aorlcoies a- oastoraies, Tout
 
d'abord, 1/extension ce i'assistance du Projet
 
pour couvrir les activites acricoies de la zone
 
pastorale est :onsiceree oar certains comme un
 
ecart du conceot initiai du GMP. Par ailleurs,
 
Otant donne eue I'apoartenance aux OMP
 
agro-pastorau,, serait basee 
sur le stitut de 
residence fixe au site de culture de contre 
saison, ilest oretenou cue ces nouveaux GHP 
seraient bases sur des criteres cui ne les 
distinguent en aucune maniere des autres 
cooperatives acricoies du Niger. Le fait cue, 
par ces nouveau:: OMP on orocose diffdrents 
criteres d'appartenance, oui ne sent plus 
orient.s vers les liens sociaux des families 
pastorales et/ou le mode des mouvements du 
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of the Herder Associations and the 
administrative jurisdictions for handling 
cooperatives for herders and farmers. 
Firstly, the extension of Project assistanct, 
for agricultural activities in the pastoral 
zone is seen by some as a considerable 
departure from the original concept of the 
Herder Associations. Moreover, since 
membership in the agro-pastoral Herder 
Associations would be based upon a fixed 
residence status at the off-season gardening 
sites, it is alleged that these new 
Associations would be based upon criteria 
that do not distinguish them in any way from 
the existing agricultural cooperatives in 
Niger. The fact that different membership 
criteria, which are no longer oriented toward 
pastoral family social ties and/or the 
pattern of the group movements vis-a-vis 
their extended grazing areas, are being
proposed for these Associations has led to 
serious conflicts between Project personnel 
and a questioning of the future role, if any, 
for the Herder Associations. Project 
objectives as presently written are clearly 
and specifically oriented to the needs of 
pastoralists and not agro-pastoralists, who 
by dint of losing all their livestock, are now 
forced to consider alternate means of 
subsistence, including crop farming. 

The component has provided certain 
inputs to the previously-existing Herder 
Associations. These include the training of 
Pastoral Center staff at In Gall and Abalak in 
general management, the training of animal 
and human health auxiliaries in collaboration 
with other Project staff, and the dispersal of 
certain credits among herders. As part of 
the Emergency Drought Plan, additional 
credits for the purchase of millet were 
distributed to both members and 
non-members of Herder Associations and a 
drought strategy survey was undertaken. 

The Division of Pastoral Activities (DPA) 
is the administrative unit within the Project 
responsible for all program activities related 
to the Herder Associations - i.e. management 
and monitoring, organizing training programs, 
and liaison with local government services, 
The administration of the credit program was 
originally to have been the responsibility of 
the expatriate credit specialist in this 
Division but he was transferred to other 
more general administrative functions in the 
Division of Administration and Finance (DAF) 
in 1984. Since that time, the credit fund 

groupe par rapport &ces zones de parcours, a 
entraind de sdrieux conflits entre le personnel 
du Projet et de nombreuses questions quant au 
futur role 6ventuel de ces GMP. Tels que 
pr~sentement d~crits, les objectifs du Projet 
sont clairemprn t et sp~cifiquement orient6s vers 
les besoins des pastoralistes et non des 
agro-pastoralistes et des pastoralistes qui A 
force de perdre leurs troupeaux sont maintenant 
obliges d'envisager d'autres moyens de 
subsistence, y compris l'agriculture. 

Le volet a fourni certains intrants aux GMP 
qui existaient. Ces intrants comprennent la 
formation du personnel du Centre Pastoral AIn 
Gall et AAbalak en gestion g6n~rale, la 
formation des auxiliaires de santO humaine et 
animale en collaboration avec le personnel des 
autres projets et la distribution de certains 
crddits au niveau des Oleveurs. Au titre du Plan 
d'Urgence de Lutte Contre la S~cheresse, 
d'autres credit pour l'achat du mil ont OtO 
distribus aux membres et aux non-membres des 
GMP et il a t entrepris une 6tude portant sur 
la Strat~gie de Lutte Contre la S~cheresse. 

La Division des Activit~s Pastorales (DAP) 
est la cellule du Projet charo6e de l'ensemble 
des activitds du programme relatives aux GMP: 
gestion et suivi, organisation des programmes 
de form~tion et liaison avec les services locaux 
du Gouvernement. La gestion du programme de 
cr~dit devait initialement tre confide A 
l'expatri6 spdcialiste du credit au niveau de 
cette Division, mais en 1984, il a 6te assign6 A 
ce specialist expatri6 d'autres fonctions 
administratives plus g~n~rales I la DAF. 
Depuis lors, les activit~s du fonds de cr.dit ont 
dt6 suspendues d'une part Acause des mauvais 
taux de remboursement enregistrds chez les 
6leveurs qui regoivent un premier prdt et 
d'autre part Acause du manque de clients apr~s 
le d~part des 6leveurs de la zone du Projet A 
cause des dures conditions de la s6cheresse. 

Le volet devait 6galement entreprendre de 
nombreuses 6tudes avec la collaboration de la 
cellule socio-6conomique du Projet pour avoir 
une meilleure idle sur l'endroit et la maniere 
d'organiser d'autres OMP, identifier les 
interventions concernant les femmes, et isoler 
les caractdristiques sp~cifiques des populations 
grAce Aune 6tude d6mographique. Il n'a pas 6t6 
bien sp~cifi6 si ces 6tudes devaient Otre un 
travail pr~curseur aux activites de creation 
effective des GMP ou une action parall~le. De 
ce fait, il y a eu un manque de consensus au 
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operations have been suspended due in part 
to poor repayment performances by herders 
receiving initial loans and in part due to a 
lack of clients after the herders fled the 
Project zone in response to drought 
conditions. 

The component was also to have 
undertaken a number of field studies, in 
collaboration with the Project's 
socio-economic unit, to broaden knowledge of 
where and how to organize additional Herder 
Associations, to identify interventions for 
women, and to isolate specific population 
characteristics through a demographic 
survey. It is not clear as to whether these 
studies were intended to be precursory to 
actual organizational efforts with the Herder 
Associations or parallel actionu. As a 
result, there has been a lack of consensus 
within the Project as to the pace, timing and 
eventual end-uses for these studies, 

The study of women's activities in the 
Project zone was projected to start in the 
first year of the Project, to be reviewed over 
the ne;:t si:: months, and to result in specific 
intervention proposals for Project years 3 to 
5. The study was never started by the 
Project and, when the component asked 'he 
Nigerien Institute for Social Science 
Research to undertake the study in 1985, the 
response was that there was no Nigerien 
socioloist available for anything more than 
brief consultations with the Project staff. 

A census of 2,500 pastoral families was 
undertaken in 1983 and the results were 
presented in a Project report dated June 
19:3*4. The data were gathered in a 
non-drought year. In Harch 1985, the 
Project's socio-economic unit did undertake a 
survey in all three of the Project's zone 
Departments with respect to drought 
strategies practiced by herders and their 
families. 

Inour opinion, the component has not 
demonstrated either initiative or fle;:ibility 
in its relationshios with Herder Associations 
or the local government services. For 
example, after more that two years of Project 
activities, the six pre-Herder Associations, 
which require only official documentation to 
leoalize their status and become eligible to 
receive credits, have still not obtained this 
recognition. Explanations by the comtpuient 
personnel that the drought conditions 

niveau du Projet concernant le rythme, la 
programmation et les Oventuelles utilisations 
finales de ces etudes. 

11 etait prevu que l'etudes des activitds 
femines au niveau de Ia zone du Projet 
demarrent pendant la premiere annee du Projet 
pour etre examinees pendant les 6 mois d'apres 
pour aboutir a des propositions d'interventions 
specifiques pour les annees 3 a 5 du Projet. Le 
Projet n'a jamais entrepris cette etude et quand 
le valet a demande a I'IRSH d'entreprendre cette 
6tude en 1985 elle a regu comme r6ponse qu'il 
n'y avait aucun sociologue nigerien disponible 
pour entreprendre des travaux autres que ceux 
de consultation a court terme avec le personnel 
du Projet. 

En 1983 il y a eu un recensement de 2500 
familles pastorales. Les resultats y rapportant 
etaient present~s dans un rapport du Projet en 
date de juin 1984. Les donnees ont ete 
colectees pendant une annee sans secheresse. 
En mars 19':5, la cellule socio-6conomique du 
Projet a entrepris une etude dans tous les 3 
departements de la zone du Projet en ce qui 
concerne les stratigies adoptees par les 
eleveurs et leurs familles pour lutter contre la 
sdcheresse.
 

A notre avis le valet n'a pas fait preuve 
d'initiative ou de fle,:ibilite dans ses rapports 
avec les GMP ou les services administratifs 
locaux. Par e;:emple, apres plus de deux ans 
d'activites, les 6 pre-GHP qui n'ont besoin que 
d'un document officiel pour legaliser leUr statut 
et devenir admissibles pour recevoir des 
credits, n'ont toujours pas obtenu gain de cause. 
Les explications fournies par le personnel du 
volet et selon lesquelles les conditions de la 
secheresse ont retarde les activites du Projet 
n'expliquent pas ce manque de mouvement ou le 
manque manifeste de confiance mutuelle entre 
les G1P et le Projet. Nous estimons que cette 
situation est probablement beaucoup plus liee 
au changement radical du personnel charge des 
activites pastorales entre les Phase I et II du 
Projet. Dans le cadre du PGPE, un accent 
particulier a ete mis sur lee dialogues ouverts 
avec les eleveurs et sur la conception 
d'interventions flexibles qui repondent aux 
besoins exprimes tout en renforgant 
simultanement la confiance des fleveurs A 
l'endroit des services publics locaux. Non 
seulement le personnel actuel ne travaille pas 
en collaboration avec les services publics locaux 
qui ont eux aussi des responsabilites vis-A-vis 
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delayed Project activities do not serve to 

explain this particular lack of movement or 

the apparent lack of mutual confidence 
between the Herder Associations and the 

Project. We believe this state of affairs is 

likely to be more closely linked to the radical 

changeover in staff concerned with pastoral 
activities between the first and 
second-phase Projects. Under the Niger 
Range and Livestock Project, areat emphasis 
was placed on open dialogues with herders 
and on designing flexible interventions which 
met expressed needs while simultaneously 
reinforcing herders' confidence in local 
government services. The present staff is 
not only operating separately from local 
government services, who themselves have 

legitimate responsibilities vis-a-vis Herder 

Associations, but is also programming 
activities, like functional literacy classes, 
without necessary consultations with either 

the local government services or the herders 
themselves. This general operational mode 
characterizes several other components of 
the Project but, with specific regard to the 
Herder Associations, it has resulted in the 
component establishing parallel service 
structures that duplicate and even compete 
with the local government services. 

C. Analysis and Conclusions 

Given the importance that was attached in 
Project desion to the Herder Associations in 

the Project and the poor performance to date 
of this component, the fundamental question 
which must b, asked is whether the 
performance is .n indication of management, 
organizational or conceptual error? 

In this evaluation, we are restricted to 
answering this question with strict attention 
to the parameters set forth for the Project 
as it was designed and has been implemented 
over the iast two and one-half years. 
Nevertheless, our analysis must be placed in 

some historical framework. 

The current Project is an outgrowth of the 
research conducted by the Niger Range and 
Livestock Project. That project, over the six 
years of its existence, aimed at gathering as 
much relevant information as possible about 
Nigerien pastoral systems, ,ith the 
objective of proposing effective responses to 
many of the post-drought problems in a 
defined Project zone. The Niger Rnoge and 

/t Livestock Project was composed of several 

des GHP, mais encore il programme les activites 

telles que les classes d'alphabetisation 
fonctionnelle sans proceder aux consultations 
necessaires avec les services publics locaux ou 

les elveurs eu::-memes. Ce mode de 

foncitonnement general caracterise plusieurs 

autres volets du projet mais en ce qui concerne 
les GN4P, il a eu pour resultat que le volet a mis 

en place des structures paralleles qui 

reproduisent et meme concurrent les services 

public locaux. 

C. Analyse et Conclusions 

Etant donne l'importance que la conception du 
Projet a attachee aux Groupements Mutualistes 

tenu des mauvaisPastoraux (GMP) et compte 
resultats A ce jour, la question fondamentale qui 

doit se poser est de savoir dans quelle mesure 
les resultats sont fonction de la gescion, de 

l'organisation, ou d'une erreur conceptuelle. 

Dans le cadre de cette evaluation, notre 
reponse a cette question est limitee par le souci 

de respecter strictement les parametres definis 

pour le Projet tel qu'il a et6 conqu et mis en 
oeuvre au cours de deux dernieres annees et 
demi. Ndanmoins, notre analyse doit se placer 

dans un certain cadre historique. 

Le Projet en cours fait suite Aune recherche 
rdalisee dans le cadre du Projet Gestion des 
Parcours et Elevage du Niger. Pendant les six 

ans qu'il a dure, le Projet s'est concentre sur la 
collecte d'autant d'informations utiles que 
possible concernant les systemes pastoraux 
nigeriens en vue de proposer des solutions 
efficaces au,: nombreu!: problemes 
post-secherasse dans une zone de Projet bien 
definie. Le Projet Gestion des Parcours et 
Elevage du Niger comportait plusieurs 
differents travaux de recherche concernant les 
processus socioeconomique et de prise de 
decision parmi les groupes pastoraux; 
l'utilisation des ressources naturelles de la 
zone; l'utilisation des services gouvernementaux 
par les eleveurs; et les attitudes, le 
comportement et les aspirations des eleveurs 
vis-A-vis de leurs systemes de production et de 
leurs groupements sociaux. 

Suite aux travau:: de recherche entrepris, un 

certain nombre d'approches organisationnelles 
ont 6te proposees pour faire face aux 
contraintes du systbme et identifiees par les 
Oleveurs eux-meme. Ces approches ont e, 
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different research studies in socio-economic 
and decision-making processes among herder 
groups; natural resource utilization in the 
zone; use of government services by herders; 
and the attitudes, behavior and expectations 
of herders vis-a-vis their production 
systems and social groupings. 

As a result of the project's research, 
certain organizational approaches were 
suggested to deal with the systemic 
constraints identified by herders 
themselves. These approaches were in turn 
tested with certain groups of WoDaaBe and 
Touareg herders. A collaborative approach 
characterized the relationships between the 
nawcent Herder Associations, the project 
researchers, and cooperating government 
agencies, which served to build mutual 
confidence among the parties. 

Although the composition of the Herder 
Associations varied considerably by ethnic 
groups and general economic status of the 
members, all expressed similar opinions 
about the constraints they faced and their 
needs for adequate cereal stocks during the 
dry season, veterinary and human health 
care, and credits for adoption of herd and 
flock technical interventions. The goal in 
herder organization was to attack these 
needs with a "bottom-up" approach to zonal 
development and to find the optimal way of 
organizing herders by ethinic group and size 
of group. The final output of the first-phase 
project was to have been a coupling of an 
agreed herder organizational method with a 
number of feasible technical interventions 
developed within the Project by livestock and 
range management technicians. The form of 
this output was to have been a 
comprehensive plan for organization of the 
herders in the context of a zonal development 
strategy. 


When this plan was articulated, thr. ;erder 
Associations were viewed as the probable 
organizational structure for the larger, 
second-phase project. Under the 
"bottom-up", partici:atory strategy for 
herder organizaticn, the herders themselves 
were to determine the criteria for 
membership in their Herder Associations. 
They were to manage these Associations and 
keep their own records in Tamashek or Arabic 
on the status of their credit funds and other 
interventions. 

leur tour, mises I l'essai au niveau de certains 
groupes WoDaabe et d'eleveurs Touaregs. Une 
approche collaborative a carateris6 les rapports 
entre les GMP naissants, les chercheurs du 
Projet et les agences gouvernementales qui ant 
contribu6 A l'etablissement d'une atmosphere de 
confiance mutuelle entre les parties concernees. 

Bien que la composition des GMP variait 
considerablement selon les groupes Othniques et 
l'ensemble de la situation economique des 
membres, tous les GMP e::primaient les meme 
sentiments concernant les contraintes qu'ils 
affrontaient et leurs besoins en stocks 
cerealiers adequats en saison seche, les soins 
de sante veterinaire et humaine ainsi que les 
credits pour l'adoption des interventions 
techniques pastorales. L'organisation des 
6leveurs avait pour objectif de resoudre ces 
problemes a partir d'une approche a partir de la 

base du developpement de la zone et d'identifier 
la meilleure technique pour organiser les 
dleveurs par groupe ethnique et par la taille du 
groupe. L'objectif definitif de la phase I du 
Projet dtait d'etre un melange de methode 
organisationnelle pastorale agreee et d'un 
certain nombre d'interventions techniques et 
r~alisables elaborees dans le cadre du Projet 
par des specialistes en matiere d'elevage et de 
gestion des parcours. Cet objectif devait 9tre 
sous forme d'un plan d'ensemble concernant 
l'organisation des eleveurs dans le cadre d'une 
strategie de developpement zonal. 

Quand ce plan a ete mis en e;:ecution, les G14P 
6taient consideres en tant que structure 
organisationnelle probaole - pour la phase I qui 
serait plus importante. Dans le cadre de 
l'approche a partir de la base d'une strategie de 
participation relative Al'association pastorale, 
les eleveurs eux-memes devaient determiner les 
criteres concernant l'adhesion au., GMP. Ils 
devaient diriger ces GHP et tenir leurs propres 
registres en Tamashek ou en Arabe sur l'etat de 
leurs fonds de credit et autres interventions. 

Vers la fin du Projet Gestion des Paturages 
et Elevage, il y avait un grand optimisme chez 
plusieurs parties au Projet: un modele 
experimental avait ete trouve pour 
l'organisation des eleveurs et ce modele valait 
la peine d'etre vulgarise. Bien que limitees en 
nombre, les interventions pilotes qui avaient 
et essayees ont et6 jug~es prometteuses tant 
par le Projet que par les evaluateurs du Projet. 
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As the end of the Niger Range and 
Livestock Project approached, optimism was 
high among most parties to the Project that 
an experimental model for herder 
organization had been found and was worthy 
of replication. The pilot interventions that 
had been tried, though limited in number, 
were deemed promising both by the Project 
and the Project evaluators. 

It was in this context that the design of 
the present Project was started. Implicit in 
the design was a bias towards the "human 
factor". This bias, apart from its intrinsic 
value, was seen as correcting the common 
pattern of livestock projects in the Sahelian 
countries being failures because their 
technical interventions - e.g. wells, feedlots, 
ranches and grazing schemes - were 
inappropriate to the social context. Thus the 
Project was designed in hopes of reversing 
the classical relationships of government 
technical services to herders and making both 
parties more productive in the process. The 
key element in all of this was to have been 
the Herder Associations. 

The Project as designed allocated 
generous financial and human resources from 
both AID and the Government of Niger to a 
target of institutionalizing a technical 
package for the benefit of 18,000 herders 
organized into 110 Herder Associations. The 
leadership of this effort was to have been 
provided by a number of Nigerien technicians 
returning from Bachelors and Masters degree 
training in the United States and a technical 
assistance complement provided under a 
ccntract with Tufts University, as the 
collaborating Title XII university. 

More than halfway through the Project, the 
optimism cited above is proving illusory. 
New Herder Associations have not been 
organized and the long-term viability of the 
sixteen Associations and pre-Associations 
formed under the first project is increasingly 
questioned. 

In analyzing what went wrong, we must 
start by breaking down the problem into its 
components and assessing each sequentially. 

First, the 1984-1985 drought is cited by 
Project staff as having been calamitous to 
achieving the objective of organizing i10 
Herder Associations. The scope and severity 
of the drought is said to have preoccupied 

C' tait dans cette perspective que la 
conception du present Pro jet avait demarrd. Le 
facteur implicite dans la conception du Projet 
etait le penchant vers le "facteur humain". En 
dehors de sa valeur intrinseque, ce penchant a 
etO considdrd comae etant une mesure de 
rectification du modele commun caracterisant 
les projets 6levage dans les pays saheliens; ces 
proijts ont 6chou6 A cause de leurs 
interventions techniques (exemple, puits, oarcs 
d'engraissement, ranches et methodes de plture) 
et parce qu'ils n'6taient pas conformes au 
contexte social. Par consequence, le Projet a 
et congu avec l'intention de modifier les 
relations traditionnelles narquant les services 
techniques du Gouvernement fournis aux 
6leveurs et de rendre les deux parties plus 
productives au niveau du processus. L'6lment 
cl de tous ces efforts devait etre les GHP. 

Conform~ment Asa conception, le Projet a
 
allou6 d'importantes ressources financi~res et
 
humaines provenant de l'AID et du
 
Gouvernemer du Niger, I l'institutionalisation
 
d'un theme lecwcinue au profit de 13.000
 
6leveurs organists dans le cadre de 110 GMP.
 
Un certain nombre des techniciens nigeriens,
 
apr~s avoir suivi des formations supdrieures
 
aux Etats-Unis, devait diriger ces activit~s,
 
avec un complement d'assistance technique
 
fournie dans le cadre d'un contrat avec Tufts
 
University.
 

Pendant plus de la moitie de la dur~e du 
projet, l'enthousiasme mentionn6 ci-dessus 
slest avere d~mesur6. De nouveaux GMP n'ont 
pas W organists et la viabilite Along terme 
des 16 GMP et pre-GMP formes au titre du 
premier Projet devient de plus en plus douteuse. 

En examinant les causes de cette situation, 
nous devons proceder par une analyse d6taill~e 
de ses diffe.ents 6lments. 

Premitrement, la secheresse de l'ann~e 
1984-85 a W d6sastreuse en ce qui concerne Ia 
rdalisation de l'objectif poursuivi 
d'organisation de I10 GHP. L'ampleur et 
l'intensit6 de la secheresse ont pr6-occupd le 
Projet et notamment occulte ce volet. 
L'attention a 6t6 transf6ree des activit~s 
pr6vues concernant l'6tude et la supervision des 
GMP aux activites d'uroence entreprises au titre 
de la Strat~gie d'Urgence du Projet de Lutte 
Contre la S~cheresse et du plan d'action qui en 
d~coule. Cette Strattgie d'Urgence et le plan 
d'action ont 6te mis au point en novembre 1984 
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the Project and, particularly, this component. 
Attentions were drawn from the projected 
activities of studying and monitoring Herder 
Associations to emergency actions under the 

Project's Emergency Drought Strategy and 
subsequent operational plan. This 
Emergency Strategy and plan were finalized 
by the Project in November 1984 and 
approved by AID and the Government of Niger 
in February 1985. Actual financial 
implementation started in March 1985, which 
was ten months after the onset of the 
drought conditions. 

While the Project staff waited for 
approval of the Emergency plan, the herders 
in the Project zone undertook time-honored 
measures for dealing with the drought. They 
sold off or slaughtered their weakest animals 
and headed south in the hope of finding some 
grazing for the remainder of their herds and 
flocks. Families who had already lost most 
or all of their animals were forced to take 
refuge in temporary camps throughout the 
zone. 

At these camps, usually around 
government-sponsored, off-season gardening 
sites, the Project was able to supply 
substantial health care for pastoral families 
and the emergency plan was at least partially 
put into opera4in. 

At the same time, the Government of Niger 
embarked upon an extensive process of 
dialogue about problems in the livestock 
sector and their possible solution. This 
dialogue was highlighted by the Tahoua 
ccnfErence on livestock affairs in April 1985. 

conference produced a document entitled 
the "Tahoua Plan of Action" which is now 
viewed by many as the key policy statement 
of the government on livestock sector 
development. 

One of the central themes of the Tahoua 
document and subsequent government policy 
has been a crash program to partially or 
wholly sedentarize destitute herders around 
water sites amenable to agricultural 
production in the pastoral zone. 

After the Tahoua conference, project staff 
- and particularly the expatriate - claim that 
a six-month hiatus was imposed on all 
Project activities. Staff were not allowed to 
travel in the Project zone or to be in airect 
contact with those herders who had not left 

par le Projet et approuves en fdvrier 1985 par 

1'AID et le Gouvernement du Niger. La mise en 

oeuvre financibre effective de ce programme a 

d~but6 en mars 1985, dix mois apr~s le 

commencement des conditions de secheresse. 

Alors que le personnel du Projet attendaient 
l'approbation du Plan d'Urgence, les dleveurs de 
la zone du Projet avaient pris leurs propres 
dispositions concernant la secheresse. Ils ont 
vendu ou abattu les animaux les plus faibles et 
se sont diriges vers les zones sud avec l'espoir 
de trouver certains parcours pour les animaux 
qui restaient. Les familIes, qui avaient dejl 
pfrdu une grande partie de leurs animaux, ont 
toutes 6t6 oblig6es de se r~fugier dans des 
camps provisoires etablis dans la zone du 
Projet. 

Dans ces camps, souvent 6tablis autour des 
sites des cultures de contre-saison, le Projet a 
pu fournir de consid6rables soins de sante aux 
familles pastorales et le Plan d'Urgence, au 
moins, a ete partiellement mis en op~ration. 

Deuxibmement, le Governement du Niger a 
procdd6 A un grand processus de dialogue relatif 
aux problemes pr~valant au niveau du secteur 
dlevage et leurs solutions eventuelles. Ce 
dialogue a 6t6 mis en relief lors d'un debat 
national tenu en avril 19.8'5 ATahoua sur les 
questions relatives Al'elevage. A l'issue de ce 
ddbat il a et6 publi6 un document intitule "Plan 
d'Action de Tahoua" qui est actuellement 
considere comme etant la politique centrale du 
Gouvernement concernant le developpement du 
secteur elevage. 

L'un des principaux themes traites par le 
document de Tahoua et la politique du 
Gouvernement qui en decoule ont debouch6 sur 
l'16aboration d'un programme d'urgence visant A 
sedentariser partiellement ou entierement les 
6leveurs demunis autour des points d'eau 
amenageables pour la production agricole dans 
la zone du Projet. 

Apres le seminaire de Tahoua, le personnel du 
Projet, et notamment le personnel expatrie, 
affirme que les activites du Projet 6taient 
gdlees pour six mois. La grande partie des 
activites en cours de realisation Otaient 

suspendues et les activites sp6cifiques prevues 
dans le cadre du Plan d'Urgence se poursuivaient 
trbs lentement; cela est indiqu6 par le fait que 
des 56.000.000 FCFA allou6s aux activitds 
d'urgence, seuls 21.000.000 FCFA ont dte 

31,
 



w tn their anraals. Mos imolementation 
acivit~es were in abevance and the specific 
actions programmed under the Emergency 
Drought Plan proceeded very slowly; as 
evidenced by the fact that of the 56,000,000 
FCFA made available for emergency actions, 
only 21,000,000 FCFA had actually been 
dispersed as of September 30, 1985 - a full 
fifteen months after the onset of the drought 
conditions. 

Finally, during the same period, the 
overseas long-term training planned for 
approximately 24 Nigeriens was also being 
held in abeyance by the Government of Niger. 
P-.s tt"e prosoects for individual oroiessional 
acvancement amona the Project staff became 
increasingly more remote, staff morale fell 
even lower. The practice of Tufts University 
importing its own and other graduate 
students to work on their advanced degrees 
or gain work experience when Nigeriens were 
being denied similar opportunities in the 
United States became a major bone of 
contention among the Nioerien staff. 

In this environment, relative minor 
irritations of Project imolementation - e.g. 
the absence of a counterpart, refusals of 
permission to travel, or vague delineations 
of operational responsibilities between 
various Project staff - became major 
problems. These problems again surfaced the 
lon-running contention among the Niceriens 
that many of the expatriate technical 
assistance staff had not beer. required in the 
first place and ultimately had provided the 
Project with no hioher levels of expertise or 
training than those already possessed by the 
Nicerien staf., 

Preoccupied by personnel management 
problems, &cuaril conditions, poor internal 
morale, general isolation, both 
geographically and institutionally, and the 
absence of most herders from the Project 
zone, it is unde-standable why the period 
from approximately July 1984 to Seotember 
19.-5 was one characterized by very poor 
accomplishments with respect to the Herder 
Associations. 

These same factors, however, do not 
explain why nc -erder Associations were 
created between Auust 1983 and June 1984 
or why those sxisting pre-Herder 
Associations were not formally constituted 
as Herder Associations. Even though many 

recllement debou~ses a la dizt du Z:., sectem:re 
1985 - cuinze mois au tctal cep.jis le beaut OEs 
conditions de 'echeresse. 

Enfin, au cours dp la mtme ptriode, la 
formation a long terme &l'trancer prevue pour 
environ 24 nigeriens a etc egalement suspenoue 
par le Gouvernement du Nioer. Etant donnO oue 
les perspectives d'avancement professionnel 
individue] du personnel du projet devenaient de 
plus en plus floign~es, le moral du personnel 
devenait de plus en plus faible. La pratique 
selon laquelle Tufts University faisait venir 
ses propres 6tudiants et autres 6tudiants pour 
travailler au titre de leurs etudes superieures 
ou gaoner de lVexoerien:e prc-essionneile tand's 
cue des postes analcoues e6aEent refu5es au: 
nigeriens au: Etats-Unis, a cnstitue Un suiet 
de m6contentement au niveau du personnel 
nig~rien. 

Dans cette situation, des questions de mise 
en oeuvre du Projet peu importantes (par 
exemple, l'absence d'un homologue, les 
contraintes administratives aux deplacements, 
ou les vagues determinations de responsabilites 
fonctionnelles entre les difftrents membres du 
personnel du Projet) Otaient cevenues des 
problemes majeurs. Ces problemes ont fait une 
fois de plus apparaf itre, chez les niceriens, 
l'affirmation selon laquelle la plupart des 
membres du personnel de l'eouioe d'assistance 
technique n'avaient pas Ot6 sollicit~s au depart 
et par la suite n'avaient fourni au Projet aucun 
niveau d'expertise ou de formation suoerieur A 
celui dont disposait dejA le personnel nigerien. 

Preoccupation par des problemes de 
personnel, conditions de la secheresse, mauvais 
moral interne, isolement sur le plan 
gaographique et institutionnel et enfin, abandon 
de la zone du Frojet par la majorite des 6leveurs 
ont fait que la periode entre ;uillet 1984 et 
septembre 1985 soit caracteriste par des 
realisations m~diocres en ce qui concerne les 
GHP. 

Cepednant, ces meme facteurs n'expliquent 
pas pourquoi aucun GMP n'a 6te cr~e entre aout 
1983 et juin 194 ni pourquoi les pre-GMP 
existants ne sont pas cevenus formalement 
GMP. Mme si plusieurs des consillers 
expatrifs ne sont arrives qu'en decembre 1983 
ou plus tard, le Proje- avait du personnel 
qualifie au niveau de la Direct:on et Ogalement 
au niveau du Centre Pastoral d'Abalak. 
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of the expatriate advisors did not arrive 

until December 1983 or later, the Project had 

Nigerien leadership during this entire time 

and the Abalak Pastoral Center, at least, was 

continuously staffed by trained Nigerien 

personnel. 

This period is explained by Project staff 
as being one in whichat the Pastoral Centers 

the Center staff were getting confused and 

conflicting orders from 	Project headquarters, 

were the recipients of inordinate demands 

for reports when in fact nothing of 
on the ground,consequence was happening 

and were finding the Project credit system 

for herders so complicated that they 

themselves were having 	difficulties 

explaining it to the herders. 

The herders, meanwhile, were rapidly 

losing confidence in the Project staff's 

ability to do anything useful for them. The 

horders were confused by the Project's claim 

to be supplying them with services when, for 

example, the veterinary posts, through which 

the services were available, were not even 

located at the Project's Pastoral Centers. 

They alsc questioned the Project's intentions 

with respect to the installation of the 

Pastoral Centers, the health dispensaries, 
and the new veterinary posts since all had 

been promised as major 	resources for the 

Herder Associations ana none had been 

installed or constructed 	as planned. A third 
that the herders,complicating factor was 

particularly in times of 	drought - found 
themselves to be the recipients of various 

grants, credits and food 	aid from sources 

outside of the Project itself thus diminishing 

their appreciation of the Herder Associations 

as the primary vehicles through which they 

could receive services. 

In what might be called the 
context of Projectpolitico-administrative 

operations, many of the local government 
agencies visited by the evaluation team 
claimed that they had no firm idea of what 
the Project was supposed to be doing for 

herders from its base in Tahoua. They 

stated that they, in the main, had never been 
consulted about any Project activities, other 

than the Emergency Drought Plan, and that 

they were continuing to plan and execute 

their own development activities in the 

Depart, ents without regard to whatever the 

Project was supposed to be doing. Tne only 

variations on this theme in the Departments 

Le personnel du Projet exp ique que c'est 

pendant cette pdriode que le personnel du 

Centre recevait des ordres confus et 

contradictoires du siege 	du Pro jet, recevait des 

demandes excessives de rapports alors qu'en 

fait, il ne se passait rien sur le terrain et 
eleveurs sitrouvait le systeme de credit aux 

compliqud qu'il avait lui-meme des difficultes A 

l'expliquer aux eleveurs. 

Pendant ce temps les 6leveurs perdaient 

rapidement r.onfiance en la capacite du personnel 

du Projet d'entreprendre une quelconque action 

utile pour eux. Les Oleveurs etaient confus par 

la pretention du Projet de leur rendre services 

quand, par exemple, les postes veterinaires par 

le biais desquels les services etaient 
mnmes pas situes dansdisponsibles, n'6taient 

les Centres Pastoraux du Projet. lls se sont 

egalement poses des questicns concernant les 
a l'installation desintentions du projet quant 


Centres Pastird-,x, des dispensaires et des
 

nouveaux postes veterinaires 6tant donn6 que
 
en
toutes ces activites leur ont ete promises 

tant qu'importantes ressources pour les GMP et 

que rien n'a ete installe 	ou construit comme 

prevu. Le troisieme facteur, qui a compliquO la 

situation, etait que les 	ele, gurs, notamment 

pendant la secheresse, ont constate qu'ils 

recevaient divers credits, subventions et aides 

alimentaires provenant des sources ext~rieures 

au Projet diminuant ainsi leur appreciation des 

GMP en tant que vehicules principaux par les 

biais desquels ils pouvaient recevoir des 

services. 

Dans ce qu'on pourrait appeler le contexte 

politico-administratif des activites du Pro jet, 

plusieurs des organes locaux du Gouvernement 

visites par l'quine d'evaluation ont indique 

qu'ils n'avaient aucune idee precise de ce que le 

Projet devrait faire pour les cleveurs Apartir 
de sa base ATahoua. Ils ont declare que, dans 

l'ensemble, ils n'ont jamais ete consultes 

concernant les activites du Projet, autres que le 

Plan d'Urgence de Lutte 	Contre la Secheresse, et 

qu'ils continuaient Aplanifier et realiser leurs 

propres activites de developpement dans les 

D~partements sans tenir compte de ce que le 

Projet est suppose faire. Les seules variations 

concernant ce theme dans les Departements 
d'Agadez et Tahoua provenaient des services 
veterinaires et de sante humaine 
departementau;:. LeE representants du service 

de vulgarisation agricole; le service de 
l'alphabetisation fonctionnelle, l'union 

regionale des cooperatives, la caisse de credit 
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of Agadez and Tahoua came from the 
departmental human health and veterinary 
services. Representatives of the 
agricultural extension service, the functional 
literacy service, the regional union of 
cooperatives, the agricultural credit bank, 
the forestry and wildlife service, and the 
regional planning office maintained that they 
had never been adequately consulted about 
Project activities, even when those activities 
were obviously providing parallel and 
duplicative services to the same client 
groups. 

One example of Project activities - i.e. the 
credit fund for Herder Associations ­
illustrates the nature of these relationships. 
The expatriate credit advisor from Tufts 
University since arrival in Niger has not had 
a Nigerien counterpart. He was first 
assigned to work under the Nigerien head of 
this component but subsequently was 
transferred to the management of the Tufts 
University local currency account and other 
general administrative duties - all of which 
should have been the responsibility of the 
Tufts University Chief-of-Party. 

While this individual tried to establish an 
adequate monitoring system for the Project's 
independent credit scheme, no effective plans 
were developed to transfer the credit 
operation to the pre-existing government 
services - i.e. the agricultural credit bank, 
the regional union of cooperatives, or private 
banks. Professional consultations with these 
agencies have not been established and there 
is essentially no mechanism at present for 
continuing any credit services to herders 
after the Project. All credit services are 
now held in abeyance because of the poor 
repayment rates experienced early in Project 
implementation and because of larger 
questions as to whether the concept of the 
credit funds was valid in the first instance. 
Presently, both the Project and the 
Government of Niger are reluctant to resume 
any credit activities until the national 
review of credit institutions and operations 
is completed. 

In this case, the absence of collaboration 
and coordination with the local 
representatives of government services from 
the start was highly regrettable for two 
reasons. First, the lack of consultations 
short-circuited useful partnership- at a tima 
when the Government of Niger was searching 

agricole, le service de forts et de la faune et 
le bureau regional de planification ont soutenu 
qu'ils n'ont jamais ete consultds de maniere 
adequate concernant les activites du Projet, 
mgme quand ces activites fournissaient de 
maniere evidente des services paralleles et 
duplicatifs aux memes groupes d clients. 

L' exemple des activites du fonds de credit 
pour les GMP, illustre la nature de ces 
rappoprts. L'expatrie conseiller en credit de 
Tufts University depuis son arrivee au Niger n'a 
jamais eu un homologue nig6rien. Ii a d'abord' 
ete affecte pour travailier sous les ordres du 
responsable nigerien de ce volet, mais a ete par 
la suite transfere a la gestion du compte en 
monnaie nationale de Tufts University et 1 
d'autres fonctions d'administration generale qui 
auraient dO etre assignees aux Chef d'Equipe de 
Tufts University. 

Alors que ce conseiller essayait de mettre 
sur pied un systbme adequat de suivi pour le 
mode de credit independant du Projet, aucun plan 
effectif n'avait 6t6 6labore pour transferer le 
fonctionnement du credit au services publics 
pre-existants, c'est-A-dire la caisse de credit 
agricole, l'union regionale des cooperatives ou 
les banques privees. Les consultations 
professionnelles avec ces organes n'ont pas ete 
etablies et il n'existe actuellement aucun 
mecanisme pour continuer les services de credit 
aux eleveurs apres le Projet. Tous les services 
de credit sont actuellement en suspens a cause 
des mauvais taux de remboursement enregistres 
au debut de la mise en oeuvre du Projet et A 
cause des questions plus importantes consistant 
a savoir si le concept de fonds de cr6dit etait 
valable des le depart. Actuellement le Projet et 
le Gouvernement du Niger ne sont pas disposes 
&reprendre les activites de credit avant que 
l'examen national des institutions de credit et 
leurs fonctionnement ne soit acheve. 

Dans ce cas l'absence de collaboration et de 
coordination avec les representants locaux des 
services publics 6tait des le d6part tres 
regrettable pour deu: raisons. Premierement, le 
manque de consultations a court-circuite les 
rapports utiles a un moment o6 le Gouvernement 
du Niger est A la recherche de meilleurs moyens 
et politiques d'octroi de credit dans toutes les 
regions du Niger et, par consequent, une 
possibilite, d'avoir un impact sur le resultat de 
cette activite dans un domaine aussi important, 
etait perdue. Deuxiemement, le representant 
regional du service credit A Tahoua a recemment 
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for these better policies and means of credit 
delivery in all parts of the Niger and, thus, 
an opportunity was lost to affect the 
outcome of this effort in at least one 
significant area. Secondly, the regional 
representative of the credit bank in Tahoua 
had recently attended an AID-sponsored 
credit workshop in Haiti and was looking for 
ways to put his new knowledge to work in his 
departmental program. This agent spoke 
highly of the workshop's relevance to his 
work and his appreciation of the professional 
network he had been able to establish with 
his colleagues from Mali, Senegal, Burkina 
Faso and other francophone countries in West 
Africa. It seems particularly ironic, 
therefore, that neither he nor his assistant 
has ever received information about the 
Project from its staff and that the first 
contacts had to be established by this 
evaluation team. 

Similarly, the regional bureau of the 
National Union for Cooperatives in Tahoua 
claims to have a portfolio of 1,675 
pre-cooperative groups and 189 cooperatives 
in the department. In the Tchin-Tabaraden 
arrondissement alone, it claims to monitor 
284 pre-cooperatives, of which one-half are 
herders groups. In the Tahoua 
arrondissement, the Union claims to have 182 
Fulani groups, of which about one quarter are 
agricultural and the remainder pastoral. It 
has cooperated with the Nigerien 
Development Bank in an e;:periment with 
cooperative stores in five sites in the 
Department, including the site of the 
Project's Pastoral Center in Abalak. 
Specialized cooperatives for delivery of 
veterinary and human health products are 
being developed with the cooperation with 
Swiss Aid and German donors. Despite the 
stated size of the Union's cooperative 
portfolio and its national mandate to render 
the program in the zone more adaptable to 
herders, no representative of the Project has 
engaged its local representatives in 
constructive dialogue and/or any 
collaborative activities on the ground. One 
local cooperative agent was detached to the 
Pastoral Center at Abalak but the regional 
cooperatives director in Tahoua expressed 
his dissatisfaction with his agent's lack of 
progress in organizing groups. His future 
role vis-a-vis the Project is unVnown at 
present. 

participi en Haiti &un atelier sur le credit 
parraind par I'AID et cherchait les moyens de 
mettre sa nouvelle connaissance en pratique 
dans son programme d~partemental. Cet agent a 
fait Otat du caratere approprie de ce atelier 1 
son travail et de son appreciation des liens 
professionels qu'il a pu dtablir avec ses 
collegues du Mali, du Senegal, du Burkina Faso 
et d'autres pays francophones de V'Afrique de 
l'Ouest. Il semble, par consequent, 
particulierement ironique que ni lui ni son 
assistant n'aient jamais regu des informations 
concernant le Projet et que les premiers 
contacts aient ete 6tablis par l'equipe 
d'evaluation. 

De meme, le bureau de l'URC ATahoua 
pretend avoir un porte-feuille de 1675 groupes 
pre-cooperatifs et 189 cooperatives dans le 
Departement. Dans le seul arrondissement il 
pretend suivre 2:34 pre-cooperatives dont la 
moit6 appartient aux groupes d'eleveurs. Dans 
l'arrondissement de Tahoua l'union pretend 
avoir 132 groupes Peulhs dont le 1/4 environ est 
compose de paysans et le reste d'eleveurs. 11 a 

coopere avec la 3DRN dans une experimentation 
avec les boutiques cooperatives dans 5 sites du 
Departement, dont le site du Centre Pastoral 
d'Abalak du Projet. Des cooperatives 
spdcialisees en distribution de produits 
veterinaires et de sante humaine sont en 
creation avec la cooperation de l'Assistance 
Suisse et de h'aide Allemande. Malgre 
l'importance indiquee du porte-feuille et son 
mandat national pour rendre le programme, au 
niveau de la zone, plus adaptable aux eleveurs, 
la DAP n'a engage ses representants locaux 
dans un dialogue constructif et/ou dans des 
activites conjointes sur le terrain. 

Un agent de la cooperative locale a et6 detach6 
au Centre Pastoral d'Abalak mais le directeur 
regional des cooperatives ATahoua a manifeste 
son mecontentement quant au manque de progres 
de cet agent au niveau de 'organisation des 
groupes. Son futur role vis-a-vis du Projet 
n'est pas encore determine. 

Le fait que le volet ait laiss6 de c~te les 
services publics avec lesquels le personnel du 
PGPE a travaille, qui sont recommandes au: 
6leveurs et qui ont ete mentionnes dans la 
conception du Projet, a serieusement compromis 
les perspectives d'integration des GMP et 
pre-GMP pr6-existants du Projet aux 
programmes en cours du Gouvernement. Le 
personnel du volet se trouvant au siege du 
Projet, contrairement Acelui du projet 



The component's bypassing of the very 
government services that the Niger Range 
and Livestock Project's staff had worked with 
and recommended to the herders and that had 
been written into the Project design has 
seriously compromised the prospects for 
integration of the pre-existing Project 
Herder Associations and pre-Associations 
into the on-going govrnment programs. The 
component personnel at Project headquaters, 
unlike those in the preceeding project, have 
not demonstrated much creativity in their 
approaches to working with herders. 

On the other hand, the local staffs at the 
Pastoral Centers appear to be more cognizant 
of local conditions and highly frustrated by, 
as one of them put it, the "lack of concrete 
actions for the herders." Another said that 
despite a staff of nine, he has a multitude of 
assigned repsponsibilities but no 
decision-making power. He feels that 
herders, having lost all confidence in him and 
his staff, now constantly complain to him 
about Project inaction on many fronts, a 
problem over which he has no control or 
decision-making authority. 

In effect, then, the decentralized 
decision-making process, which characterized 
so much of the Niger Range and Livestock 
Project and was supposedly designed into 
this component, has not been operationalized 
in Project activities vis-a-vis the Herder 
Associations. This situation is doubly 
startling given the fact that the head of this 
component's activities has had long 
experience and training in livestock 
activities and has been trained in rural 
sociology to the Masters level at an 
American university. He is seconded by an 
expatriate sociologist with similar academic 
training and prior experience in tth. Sahel. 

In our opinion, extension work with 
herders - and other rural groups - can only 
be deemed successful if one sees some 
considerable measure of confidence 
expressed by the recipients in the extension 
agents and some participation by client 
groups in the work itself. This confidence is 
indicated by group solidarity around common 
efforts, by group articulation of needs, and 
by some feeling that belonging to the 
particular group results in increased status 
and benefits for the individual. We see none 
of these results being demonstrated in the 
context of the Herder Associations. And, the 

prdcddent, n'a pas fait preuve de cr6ativiti dans 
ses approches de travail avec les 6leveurs. 

D'autre part, le personnel local des Centres 
Pastoraux semble plus ouvert aux realits 
locales et tres frustr6 par, comme l'a indiqu6 
l'un d'eux, "le manque d'actions concr~tes en 
faveur des dleveurs." Un autre agent a soulignd 
que bien que le personnel ne comprenne que neuf 
agents, il a de nombreuses attributions mais n'a 
pas de pouvoir de d6cision. II estime que les 
Oleveurs, pour avoir compl~tement perdu 
confiance en lui et en son personnel, se 
plaignent constamment lui de l'inaction du 
Projet sur plusieurs plans, ce qui constitue un 
probl~me face auquel il n'a ni contrOle ni 
pouvoir de decision. 

En effet, la ddcentralisation du processus de 
prise de d~cision qui caracterise le PGPE et, 
estime-t-on, a 6t6 conqu dans ce volet, n'a pas 
6t6 op~rationnelle dans les activit0s du Projet 
vis-&-vis des OMP. Cette situation est 
doublement alarmante etant donne que le chef 
des activit~s de ce volet avait eu une longue 
experience et une formation en activit~s 
pastorales et a eu une formation en sociologie 
rurale jusqu'au niveau du Master's dans une 

universitO am~ricaine. Il est secondd par un 
autre sociologue expatri6 ayant la meme 
formation acaddmique et une experience 
prealable du Sahel. 

A notre avis, le travail de vulgarisation avec 
les 6leveurs et d'autres groupes ruraux ne peut 
Otre couronn6 de succ~s que si l'on pergoit une 
importante confiance exprimde par les 
b~n~ficiares &l'endroit des agents de 
vulgarisation et une certaine participation des 
groupes de clients au travail lui-meme. Cette 
confiance est indiqu~e par la solidarit6 de 
groupe autour des activit~s communes, par une 
expression commune des besoins, et par le 
sentiment selon lequel l'appartenance A un 
groupe specifique entraine pour l'individu un 
statut et des avantages accrus. Nous ne voyons 
aucun de ces resultats se manifester dams le 
cadre des GMP. Et, le fait que le volet n'ait non 
seulement pas r~ussi crier de nouveaux GMP 
mais encore n'ait pas pu transformer les 
or6-GMP en GMP juridiquement constitu~s - une 
simple procedure administrative de routine 
n.ceT-. :tant un vote par les membres des 
pr,4--C? -c.ompromet toute pr~tention du volet 
oncornar',t :a credibilite aupres des eleveurs. 

1Isemble 6galement indiquer l'indiff~rence du 
volet Al'endroit de la mission de creation de 
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fact that the component has not only been 
unsuccessful in organizing any new 
Associations but has failed to turn the 
pre-Associations into legally constituted 
Herder Associations - a fairly routine 
administrative procedure requiring a vote by 
pre-Association members - belies any 
component claim to credibility with the 
herders. It also seems to indicate the 
component's indifference to the Herder 
Association organizational task set for it in 
the Project Agreement. 

To summarize, then, we find that the idea 
of organizing Herder Associations, which was 
tested on a limited scale and found promising 
in the 	first project, has been wanting wh n 
implementation is attempted in the context 
of a project with limited time horizons and 
resources, working in a highly centralized 
manner and independently of the local 
government services. In saying this, we must 
also say that we do not find the basic idea of 
Herder Associations to be faulty in the 
longer term. But, it is certain in our minds 
that such an idea cannot be operationalized 
in the limited context of a project and, in 
this sense, the core deficiency is not a 
conceptual one, but an organizational one. 

D. Recommendations 

The following are recommendations 
suggested by the evaluation team for 
consideration by the parties to the Project 
Agreement: 

i. 	 Given the lack of progress to date, 
the short time remaining in the 
Project, and the prior claims of the 
local government services to 
jurisdiction over the organization of 
cooperative groups in the pastoral 
zone, we suggest that all 
responsibilities for the 
organization of the Herder 
Associations in the pastoral zone 
revert to the National Union of 
Cooperatives and such other 
government agencies as are 
designated by the Government of 
Niger. 

2. 	 After the Project has affected 
transfer of the existing Herder 
Associations and pre-Associations 
to the designated government 
agencies, a joint plan should be 

GMP qui lui est assignde dans l'Accord du 
Projet. 

Nous estimons que l'idde de crder des GHP, 
qui a dtd exp6riment6e sur une petite echelle et 
jugee prometteuse dans le cadre du premier 
projet, s'est r6vel6e inadequate dans le cadre 
d'un projet, avec un delai et un espace 
geographique limit~s, en travaillant de manibre 
tr~s centralisee et independamment des 
services publics locaux. A cela, il nous faut 
ajouter que nous ne trouvons pas que l'idee 
fondamentale des GMP e5t d~fectueuse A long 
terme. Mais, il est certain, dans notre idle, 
qu'une telle idde ne peut Wtre operationnelle 
dans le cadre limit6 d'un projet et, en ce sens, la 
principale defaillance n'est pas d'ordre 
conceptuel mais plut6t organisationnel. 

D. Recommendations 

L'equipe d'4valuation formule les 
recommandations suivantes pour examen par les 
parties A l'Accord du Projet: 

I. 	 Etant donnd le manque de progr~s &ce 
jour, le peu de temps restant dans le 
cadre du Projet et les pretentions 
pr~alables des services publics locaux 
en matiere de juridiction concernant 
l'organisation des groupes de 
coopratives dans la zone pastorale, 
nous proposons que toutes les 
responsabilites concernant 
l'organisation des GMP dans la zone 
pastorale incombent A1'UNC et aux 
autres organes publics designes par le 
Gouvernement du Niger. 

2. 	 Apres le transfert par le Projet des 
GHP et pr6-GMP existants aux organes 
publics comptents, il faudra 6laborer 
un plan conjoint pour specifier de 
mani~re detaille6, les ressources du 
Projet, s'il y en a, qui doivent 
continuer Adtre allou~es pour soutenir 
les GMP organises par le Gouvernement 
du Niger par le biais des organimes 
locaux ATahoua, Maradi et Agadez. 

3. 	 Etant donnd que le Projet ne 
participera plus directement A 
l'organisation des GMP, l'actuelle 
Division des Activites Pastorales du 
Projet doit etre supprimde. Le 
personnel et les activit~s ce cette 



drawn up to specify in detail what 
Project resources, if any, should 
continue to be allocated to support 
of Herder Associations organized by 
the Government of Niger through 
the local agencies in Tahoua, Maradi 
and Agadez. 

3. 	 Since the Project will no longer be 
involved directly in the organization 
of Herder Associations, the present 
Division of Pastoral Activities 
within the Project should be 
abolished. The personnel and 
activities of this Division should be 
merged with the present Division of 
Studies and Programs to form a new 
Division of Social and Economic 
Support Services. This Division 
would be responsible for all Project 
activities remaining under 
Components i, 4 and 5 of the Project 
in support of herders in the Project 
zone. 

4. 	 We believe the Project, in 
collaboration with the World Bank 
Livestock Project and the 
Sud-Tamesna Project, should 
produce a state-of-the-art summary 
report on their e:xperiences with 
organization and support of Herder 
Associations in Niger. The report 
should be presented and thoroughly 
discussed with appropriate 
Government of Niger officials at a 
seminar sponsored by the Project. 
Participants at the seminar should 
be determined by the Project and the 
Ministry of Animal Resources. 

5. 	 A joint committee from the Project 
and the appropriate government 
agencies at the Departmental level 
should reassess and render a 
decision on whether the study of 
women's economic activities 
programmed in the original Project 
Paper continues to have relevance 
to zonal development and, if so, 
when and by what means it should 
be executed. 

6. 	 With regard to the transfer of 
responsibilities for Herder 
Associations from the Project to the 
local government agencies, all 
direct credit operations of the 

Division doivent etre annexeds k 
l'actuelle Division des Etudes et 
Programmes pour former une nouvelle 
Division des Services d'Appui Social et 
Economique. Cette Division serait 
chargde de toutes les activites du 
Projet qui restent dans le cadre des 
volet i, 4 et 5 du Projet en appui aux 
6leveurs de la zone du projet. 

4. 	 Nous estimons que le Projet, en 
collaboration avec le Projet Elevage de 
la Banque Mondiale et le Projet 
Sud-Tamesna doit produire un rapport 
recapitulatif de leurs e>:periences 
concernant l'organisation et 1'appui aux 
GXP du Niger. Ce rapport doit Otre 
soumis et minutieusement examind avec 
les responsables competents du 
Gouvernement du Niger lors d'un 
sdminaire parraine6 par le Projet. Les 
participants au seminaire doivent Otre 
ddtermines par le Projet et le 
Ministere des Ressources Animales. 

5. 	 Un comitd conjoint du Projet et des 
organes comptents du Gouvernement 
au niveau Ddpartemental doit 
re-Ovaluer et prendre une decision 
pour savoir si l'etude des activit~s 
dconomiques f~minine programmees 
dans le document du Projet original est 
toujours compatible au developpement 
zonal et, si oui, quand et par quels 
moyens doit-elle etre realis~e. 

6. 	 Concernant le transfer des 
responsabilitds concernant les GMP du 
projet aux organes public locaux, 
toutes les operations de credit direct 
du Projet doivent etre suspendues. En 

aucun cast les ressources financi~res 
du Projet ne doivent servir a fournir du 
credit pour l'acquisition de biens de 
consommation par les eleveurs. 

Actuellement, tous les programmes de 
credit 	du Gouvernement du Niger 
concernant les agriculteurs et les 
6leveurs sont suspendu- et on proc~de 
Aun examen national des institutions 
de credit et leur fonctionnement par 
cons6auent, nous ne prevoyons pas une 
re-installation rapide des structures 
de crddit pastoral pour un proche 
avenir.Toutefois, si les representants 
locaux 	de l'UNC et de la CHCA et/ou 
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Under no circumstances should any 
more Project financial resources be 
expended on the provision of credit 
for consumption goods purchases by 
herders. 

At present, all Government of Niger 
credit orograms for botn farmers 
and herders are susoended and an 
national-level reveiw of credit 
institutions and ooerations is in 
progress. We, therefore, do not 
anticipate any raoi: reinstallation 
of pastoral crecit facilities in the 
immediate future. If, nowever, -ne 
local reoresentatives of tne 
Naticnal Union of Cooeratives and 
the Na-nonal Aoricultural Credit 
Bank and/or orvate banks co 
present Aell-documeniec ano 
constructive rcocsals at some time 
in the 	future for the use of Project 
monies fcr credit .nterventions 
related to imcroving livestock 
oroduction in the :one, they Enould 
be evaluated cn their merits and 
funded where possible. Efforts in 
the interest of the United States to 
recover funds previously disoersed 
and not reoaid under the Project's 
credit program should continue. 

7. 	 The evaluation team recommends no 
long-term training under this 
component. However, creative use 
of available funding for in-country 
training programs and workshops 
should be encouraged as an outout 
of the joint olannino exercise 
mentioned in 2 aoove. 

E. 	 Modifications Which May Recuire 
Project Reoesion 

Since the evaluation team has 
recommended that all organizational 
responsibilities vis-a-vis the Herder 
Associations should be transferred forthwith 
to the appropriate local government agencies, 
our only proposed modification is that the 
Project Agreement be amended to reflect this 
change and all objectively verifiable 
indicators related to the Herder Associations 
be dropped by amendment as evaluation 
criteria. 

des banques privies formulent des 
propositions bien documentees et 
constructives concernant l'utilisation 
des fonds du Projet pour des 
interventions de credit directement 
relatives A l'amdlioration de la 
production de bdtail dans la zone, ces 
propositions doivent eire evaluees en 
fonction de leurs merites et etre 
financees dans la mesure du possible. 
Les activites aui sont de l'interet des 
USA et oui visent ' recuperer les fonds 
de credit prealablement OlSPL ses et 
non rembourse6s dans le cadre du 
programme de credit du Projet doivent 
se poursuivre. 

7. L'eduipe d'evaluation ne recommande 
aucune formation a long terme dams le 
cadre de ce volet. Toutefois, 
l'utilisaton creatrice ou financement 
disponible oour les programmes de 
formation et les ateliers I l'interieur 
de pays doit etre encouracee au titre 
de la realisation de la planification 
conjointe indiquee oans le paragrapne 
2 ci-dessus. 

E. 	 Modifications oui Pourraient Susciter 
une Reorientation 
du Projet 

Etant donne que l'equipe d'evaluation a 
recommand6 que toutes les responsabilit~s 
organisationnelles concernant les GMP soient 
ddsormais transferees aux oroanes publics 
locaux comptents, la seule modification que 
nous proposons est due l'Accord du Projet soit 
amende pour refleter catte modification et que 
tous les indicateurs objectivement verifiables 
rilatifs aux GMP ne soient plus consideres 
comme des criteres d'6-valuation. 



2. ANIMAL PRODUCTION AND HEALTH 

A. Obje-tives of the Components 

As described in the Project Agreement, 
this Project component was to support the 
establishment of an effective low-cost 
veterinary health care delivery system to 
reduce animal mortality and improve growth 
and reproductive performance in Nigerien 
livestock. This system was to consist of 
volunteer veterinary auxiliaries attached to 
each Herder Association who were to act as 
liaisons between the Associations and the 
Government of ,icer Livestock Service. 
These auxiliaries were to be trained to apply 
herd health and preventive medicine 
technizues, to treat a few easily diaonosable 
conditions, and to report serious outbreaks 
of disease. This voluntary program was 
aimed at making routine veterinary health 
care an integral part of herd management and 
at reducing the individual herder's 
dependence on government services. At the 
same time, it was expected to increase the 
effectiveness of the Livestock Service 
personnel by allowing these professionals to 
undertake more demandino duties and to 
reach a far greater number of beneficiaries 
than they had been able to do in the past. 

As a solution to the problem of nutritional 
deficiencies in the herds, Herder 
Associations were to be able to purchase 
vitamin, mineral, and protein supplements for 
resale to their members through their credit 
program. Expanding the intake of these 
supplements was seen to be a means of 
improving animal production performance and 
of rendering animals less vulnerable to 
stress and disease, especially during the dry 
season. 

This Project component was to introduce a 
process approach to research and 
development of viable technical interventions 
throuch the continuous application of field 
research, field testing, limited 
implementation with socio-economic 
evaluation, and then full implementation with 
the Herder Associations. This program was 
to focus on animal productivity, animal 
nutrition, habitat utili:ation, veterinary 
epidemioloay, and animal reproduction 
(theriogenolooy). The program was to be 
interdisciplinary and envisioned using the 
findings from sociology, economics, range 

2. PP0DUCTICI! ET SAN7E -''.'LE
 

A. Obiectifs du Vce, 

Comme l'indique l'Accord ou Frc,.et, ce volei 
devait apporter assistance a la Creation d'un 
systeme efficace ce prestation ce soins ce 
sante veterinaire peu onereux pour reduire la 
mortalite animale et ameliorer la croissance et 
la reproduction du b~tail nicerien. Ce systeme 
devait etre constitu6 d'auxilialres veterinaires 
volontaires assignes a chaoue GMF qui devaient 
servir de liaison entre les GMP et le Service 
Elevace. Les auxiliaires devaient etre formes 
pour applicuer les tecnniques ce sante animalE 
et de mtdecine pPven:ive, traiter c-elojes cas 
facilement diaoncsticables, e: s:-.ale, les 
craves ie ma*adie. Ce prooranme visait a 
faire des soins d santo veierinaire ce routine 
une partie integrante de la gestIon oe trouoeau 
et Ar~duire la dependance de chaque 6leveur des 
services du Gouvernement. Par la neme 
occasion, ce programme devait augmenter 
l'efficacitt du personnel du Service de l'Eievace 
en lui permettant d'entreprendre des taches 
plus exigeantes et d'attcindre un nombre de 
b~neficiaires s..zerieur a celui du passe. 

Comme solution au prooleme de defzcience 
nutritionnelle des trous=-aux, les GMP devalert 

pouvoir acheter des supolements de vitamines. 
mindraux et proteines A revendre a leurs 
membres par le biais des proorammes de cred:t. 
Augmenter l'absorption de ces supplements 
constituait un moyen d'amliorer la prociuction 
animale et de rendre les animaux moins 
vuln6rables au stress et C la maladie, surtout 
pendant la saison s~che. 

Ce volet du projet devait introduire une 
approche de recherche et de developpement 
d'interventions, technioues viables grAce A 
l'application continue de la recherche sur le 
terrain, de l'experimentation sur le terrain, a 
l'execution limitee avec une 6valuation 
socio-conomique et enfin a une e'ecution c 
grande envergure avec les GMF. Ce programme 
devait insister sur la productlvite animalE, ia 
malnutritlor. animale, l'utilsation de l'habitat, 
l'epidemiclocie veterinaire et la reproduction 
animale (theriogenolooie). Ce p-o:ramme devait 
Otre inter-disciplinaire et planizie en utilisant 
les resultats des volets socioloole, economie, et 
sciences et oestions des parcours. Les voelts 
sante animale (epiddmiologie et tneriogenologie) 
devaient aboutir a une amelioration de la 
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The animal health santo des troupeaux, une approche dont lesscience and management. 

interventions sont appliqudes a toutes les
 

components (epidemiology and 
classes d'animaux et les activites sont justifdes

theriogenology) were to strive iowards a 
par leurs avantages economiques.herd health, or population, approach in which 


interventions are applied to entire classes of
 
Enfin, l'Accord du Pro jet stipulait que l'un

animals and the activities are justified by 
des principaux problemes financiers du

their economic benefits. 
fonctionnement du Service de l'Elevage 6tait les 

Finally, the Project Agreement stated that charges rdcurrentes liees a la fourniture de la 
Ce volet du 

one of the major financial problems of 	 vaccination contre la peste bovine. 

Projet devait faire plusieurs choses pour aider


operating the Government of Niger Livestock 

le Gouvernement a resoudre ce probleme. Tout


Service was the recurrent costs entailed in 

This d'abord il devait supporter les coots locaux des
providing rinderpest vaccinations. 


Project component was to do several things activites sur le terrain sur la base d'un taux
 

to assist the Government of Niger in solving decroissant. Par ailleurs, il devait financer la
 

was to support the recherche, en collaboration avec le Centre de
this problem. First, it 
local costs of field operaticns on a Maladies Animales de Plum Island du 

Departement Americain de l'Agriculture, pourdecreasing rate basis. At the same time, it 
was to finance research, in collaboration accroitre la thermoresistance du vaccin contre la 

Si cette activit6 est couronnee dewith the United States Department of 	 peste bovine. 
succes, le Projet prevoyalt l'elimination de laAgriculture's Plum Island Animal Disease 

Center, to increase the thermostability of "chaine de froid" actuellement utilsee pour 

the vaccine against rinderpest. If this effort livrer le vaccin contre la p' ste bovine sur le 
terrain et une reduction ultei ieure des chargesis successful, the Project envisaged the 
recurrentes des campagnes annuelles deelimination of the need for the "cold chain" 

currently used to deliver rinderpest vaccine vaccination. Par ailleurs, un particioant 
nigerien devait travailler en collaboration avecto the field and a subsequent reduction in the 

recurrent costs of the annual vaccination le Centre de Maladies Animales de Plum Island 
pour mettre au point un vaccin efficace contre lacampaigns. In addition, a Nigerien 

participant was to work collaboratively with peste des petits ruminants. 

the Plum Island Animal Disease Center to 
develop an effective vaccine against small Apres la signature de l'Accord du Projet, le 

Projet devait elaborer une Strategie d'Urgenceruminant pest. 
de Lutte Contre la Secheresse et un plan de 

Subsequent to the signing of the Project re-affectation des ressources du Projet pour les 
activites d'aide et de developpement liees a laAgreement, the Projet was asked to develop 

an Emergency Drought Strategy and a plan secheresse. Le volet Production et Sante 

ic.r reallocation of Project resources for Animale devait constituer un element 
contribuant a la formulation et a l'execution dearcivint-related relief; and development 

*.t:hns.The Animal Production and Health cette strat~gie et de ce plan. 

Project component was to have been a 
S. Realisations Ace Jourcontributor to both the formulation and 

implementation of the strategy and plan. En ao~t 1985, dix -huit auxiliaires 

v~terinaires ont ete formes a Tchin-TabaradenB. Accomplishments to Date 
et ont requ des trousses contenant un nombre 

In August 1985, eighteen veterinary limite de prodults veterinaires. Certains de ces 

auxiliaries were trained at Tchin-Tabaraden produits devraient etre distribues gratuitement 

and furnished with kits containing a limited - exemple bleu de methylene et coton - alors 
- e;:emplenumber of veterinary products. Some of the que d'autres devaient etre vendus 

products were to be distributed free of antibiotiques veterinaires et traitements de la 

charge - e.g. methylene blue and cotton - Vitamine A. Les auxiliaires doivent 

while others were to be sold - e.g. veterinary re-approvisionner leurs trousses auores de 
The quatre depo. VETOPHAR a Abalak, Kao,antibiotics and vitamin A treatments. 

Tchin-Tabaraden et Tassara.auxiliaries are to refill their kits from four 
VETOPHAR depots in Abalak, lKao, 
Tchin-Tabaraden and Tassara. 
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The auxiliaries do not charge for their 
services. Among the eighteen trained to date 
are sixteen Touareg and two WoDaaBe. 
Fourteen are Herder Association members, 
two are associated with off-season 
gardening sites, and two come from 
agro-pastoral village3. 

No inputs, other than the veterinary 
products supplied through the eighteen 
auxiliaries and the emergency livestock feed, 
have been furnished to herders in the Project 
zone for their livestocK, either with or 
without credit. 

Considerable progress has been made in 
the establishment of the National Laboratory 
Branch in Tahoua. The component has 
purchased vaccines and has provided 
logistical support for the Livestock Service 
offices in all three Departments covered by 
the Project, especially for the annual 
vaccinatio, campaigns against rinderpest and 
contagious bovine pleuro-pneumonia. The 
component has also built a prototype of a 
portable vi.ccination chute, which will be 
tested at -he Ibecetan Ranch. Sites have 
been selected for the four veterinary posts 
to be built by the Project and construction 
plans have been approved. 

Samples of rinderpest vaccines produced 
by the National Livestocl Laboratory and 
blood plasma from vaccinated animals were 
sent to the Center for Animal Diseases at 
Plum Island for titration and analysis of 
vaccine potency and shelf life. The results 
of these tests showed the vaccines to be 
uniform and effective in inducing the 
required immunity. Seven thermo-stabilizers 
are currently under study and the results are 
expected within one year. 11o progress has 
been made on a fully thermostable vaccine 
nor in the development of an effective 
vaccine against small ruminant pest. 

The component's 1934 Annual Work Plan 
specified ten research and development 
activities to be conducted. They were: 

I. 	 Baseline studies on livestock 
production, nutrition and health as 
well as habitat utilization in 
selected Herder Associations and at 
the Ibecetan Ranch. 

2. 	 Nutritional analyses of forages, 
salts, and well water throughout the 

Les auxiliaires ne sont pas remuneres pour 
leurs services. Des dix-huit formes Ace jour, il 
y a seize Touareg et deux Wodaabe. O.uatorze 
sont membres des GMP, deu;: travaillent sur les 
sites de culture de contre saison, et deux 
viennent des villages agro-pastoraux. 

Aucun intrant, autre que les produits 
vetdrinaires fournis par le biais des di,:-huit 
au-iliaires et les aliments d'urgence fournis 
pour le betail, n'a ete fourni aux eleveurs de la 
zone du Pro jet 
pour leurs troupeaux, avec ou sans credit. 

Des progres considerables ont et faits en 
creant l'Antenne du Laboratoire National a 
Tahoua. Le volet a achete des vaccins et a 
fourni de l'appui logistique au.: bureaux du 
Service de l'Elevage dans tous les trois 
departements ccuverts par le Projet, notamment 
pour les campaones annuelles de vaccination 
contre la peste bovine et la pleuro-pneumonie 
bovine. Le Projet a egalement construit un 
prototype de couloir de vaccination portatif qui 
sera experimente au ranch d'Ibecetan. Des sites 
ont 6t6 choisis pour les quatre postes 
vOterinaires a construire par le Projet et les 
plans de construction ont ate approuves. 

Des 6chantillons de vaccins contre la peste 
bovine produits par le Laboratoire National de 
l'Elevage et du serum de sang provenant des 
animaux vaccines avaient ete envoyes au Centre 
de Lutte Contre les Maladies Animales a Plum 
Island pour le titrage et l'analyse de l'efficacite 
du vaccin et de sa periode de validite. Les 
resultats de ces tests ont prouve que les 
vaccins sont uniformes et efficaces pour 
conferer l'immunite requise. Sept 
thermostabiliseurs font actuellement l'objet 
d'une etude et cn espere avoir les resultats 
d'ici un an. 

Le Plan de Travail Annuel 19:84 du volet 
specificiait dix activites de recherche et de 
developpement Aentreprendre. Ces activites 
sont: 

I. 	 Etudes de base sur la production, la 
nutrition et la sante du betail et sur 
l'utilisation de l'habitat dans des GMP 
choisis et au ranch d'Ibecetan. 

2. 	 Analyses nutritionnelles du fourrage, 
des sels et de l'eau de puits dans toute 
la zone du Projet pour evaluer les 
contraintes nutritionnelles. 



Project zone to assess nutritional 3. 	 Etudes Opiddmiologiques pour 

constraints, 	 quantifier l'incidence et la propagation 
des maladies animales dans la zone. 

3. 	 Epidemiological studies to quantify 
the incidence and spread of 4. S~lection de GMP pilotes pour realiser 

les essais.livestock diseases in the zone. 

4. Selection of pilot Herder 	 5. Evaluations des ressources des 

Associations through which trials parcours utilisees par les GHIP. 

could be run. 
6. 	 Etude ethno-v~t~rinaire pour examiner 

5. 	 Assessments of range resources les diagnostics et les traitements
 
used by the Herder Associations. traditionnels.
 

6. 	 An ethno-veterinary study to 7. Essais de la Vitamine A pour 

examine traditional diagnoses and quantifier son impact et pour 

treatments. d6terminer les forme et dose les mieu: 
appropri~e s. 

7. 	 "itamin A trials to quantify its 
effects as well as to determine the 8. Essais de supplementation en protdine 

most appropriate form and dose. 	 pendant la saison s~che. 

8. Supplemental protein feeding trials 	 9. Etudes sur l'utilisation des 

during 	the dry season. antibiotiques pour le traitement de la 
pneumonie des petits ruminants. 

9. 	 Studies on the use of antibiotics for 
the treatment of small ruminant 10. Etudes sur l'impact des vermifuges sur 

pneumonia. 	 la production des petits ruminants. 

10. 	 Studies on the effects of A ce jour, le volet n'a d~marre que Quatre 

antihelminthics on small runinant activit~s, notamment celles indiquees aux 

production. num6ros 2, 4, 7 et 8 ci-dessus. Deu,: documents 
font 6tat des analyses nutritionnelles du 
fourrage herbace et des sels collectes enTo date, the cdmponent has begun only 


4 et des expeces ligneuse
four activities - i.e. numbers 2, 4, 7 and 8 	 septembre 19 
above. Two documents report nutritional 	 collectees en janvier 1985. D'autres 

analyses of herbaceous fcraae and salts 	 dchantillons herbaces ont ee obtenus a partir 
des sites de verification sur le terrain au titrecollected in September 1984 and of browse 

species collected in January 1985. de Systeme de Premiere Alerte en aoot et 

Additional herbaceous samples were obtained septembre 1985. 
from ground truth sites as part of the Early 

Le volet a fait deu-x essais de Vitamine A.k'rning System effort in August and 
En mai 1984, les vaches du ranch d'Ibecetan ontSeptember 1985. 
requ cinq diff~rents traitements de Vitamine At 
alors que de mars A uillet 1985 les moutons etThe component has conducted two vitamin 

A trials. In May 1984, cows at the lbecetan les vaches de trois differents systemcs de 

Ranch received five different vitamin A production ont regu deux traitements de 
Les analyses au laboratoire destreatments; while from March to July 1985, 	 Vitamine A. 

sheep and cattle in three different 	 echantillons de sang pr~leves des animaux 
testes n'ont pas W achevees mats on espereproduction systems received two vitamin A 

Laboratory analyses of the qu'elles indiqueront les forme et dose les plustreatments. 

blood samples taken from the tested animals efficaces de traitements de Vitamine A.
 

have not been completed but are expected to 
Ces essais ont d~montr6 la valeurindicate the most effective form and dose in 

-vitamin A treatments. th6rapeutique des supplements de Vitamine A 

au moins au personnel du volet et aux eleveurs 

These trials have demonstrated the qui ont participe aux essais. 
therapeutic value of vitamin A supplements ­

43 

.;'\J 



at least to the component staff and the 
participating herders. Laboratory results 
notwithstanding, component staff assume 
vitamin A to be useful since it is already 
included in the veterinary auxiliaries' kits. 
Finally, vitamin A treatments cost only $0.20 
per animal and can easily pay for themselves 
by reducing mortality in drought years. 

The expatriate veterinary technical 
assistant set up a protein supplement 
feeding trial on some privately-owned 
animals during the 1925 dry season without 
consulting the component's Division chief. 
There is, therefore, some controversy over 
the status of this activity as a Project 
activity but it is included here for comment 
as part of the number 8 activity above. 

The goal of the trial was to determine the 
effect of ground cotton seed in complete 
rations on liveweight gain in sheep. The 
results show that grinding does increase 
weight gain over that obtained with whole 
cottonseed. They also show that the cost of 
the liveweight gain was at least double the 
market price per kilogram for comparable 
animals. Thus the study presents a better 
form of supplemental protein but does not 
address the profitability of its use as a 
supplement by herders. 

The component has established protocols 
for three more activities - i.e. numbers I, 9 
and 10 - which are to begin in the near 
future. Protocols have been established for 
three new veterinary trials which are to 
begin in 1986. The trials involve 
experimental herds of cattle, sheep and 
goats and will test intranasal vaccinations 
against rinderpest in cattle, intra-anal 
administration of antibiotics and treatments 
against external parasites. 

The component tested one potential 
drought strategy by executing a feeding 
program at the Ibecetan Ranch to save young 
female livestock from starvation and 
slaughter. In doing so, the component was 
executing a pre-existing policy directive 
from the Ministry of Rural Development. A 
total of 340 female lambs, kids, cattle and 
camel calves as well as heifers were 
purchased by the Project during April and 
May 1905. They were transported to the 
ranch and observed for infectious diseases. 
From the time of their purchase until the 
arrival of the 1935 rains, the livestock were 

Quelques soient les r~sultats du Laboratoire, la 
personnel du valet estime d6jA que la Vitamine 
A est utile parce qu'elle fait d6jA partie des 
trousses des auxiliaires vdt~rinaires. Enfin, 
les traitements par la Vitamine A ne coOtent 
que $0.20 par animal et'peuvent ais~ment 
s'auto-financer en reduisant la mortalit6 
pendant les anndes de s~cheresse. 

Le v~terinaire assistant technique expatrid a 
mis au point un essai de supplementation en 
protdine sur des animaux prives pendant la 
saison s~che 1985 sans consulter le Chef de 
Division du volet. Par consequent, il y a une 
certaine controverse concernant le statut de 
cette activitd en tant qu'activitd du Projet, mais 
elle est incluse ici pour commentaire au titre de 
l'activitd 8 ci-dessus. 

l'objectif de lessai Otait de determiner 
l'impact des graines de coton moulues dans des 
rations compl~tes sur le poids vif que gagne un 
mouton. Les rdsultats prouvent que la mouture 
augmente le gain de poids plus que celui obtenu 
avec les graines enti~res. Ils prouvent 
Ogalement que le coOt du gain de poids 
correspondait au moins au double du prix par kg 
au march6 pour des animaux comparables. De ce 
fait, l'6tude pr~sente une meilleure forme des 
prot~ines en ration complete mais n'apporte pas 
une solution A la rentabilit6 de son utilisation 
pour les 6leveurs en tant que suppl6ment. 

Le valet a Otabli des protocols de recherche 
pour trois autres activit~s, notamment les 
num~ras 1, 9 et i0, qui doivent commencer tr~s 
prochainement. Les protocoles ant 6te etablis 
pour trois nouveaux essais vettrinaires qui 
doivent demarrer en 1985. Les essais portent 
sur les troupeaux expdrimentaux oe boeufs, 
moutons et chevres et testeront les 
vaccinations intranasales contre la peste 
bovine, l'administration intra-anale 
d'antibiotiques et les traitements contre les 
parasites externes. 

Le valet a exp~rimente une strategie 
potentielle de lutte contre la secheresse en 
r~alisant un programme d'alimentation au ranch 
d'Ibecetan pour sauver les jeunes femelles de la 
famine et de l'abattage. Ce faisant, le valet 
mettait en oeuvre une directive politique 
prd-existante du Minist6re du Developpement 
Rural. Un total de 340 agnelles, chevrettes, 
velles, chamelettes et genisses a 6t6 achetd par 
le projet en avril et mai 1985. Ils ant W 
transport~s au ranch et mis en observation pour 
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fed complete rations produced by the 
component from wheat bran, peanut cake, 
peanut hay, and other agricultural 
by-products. Milk substitutes were also 
required for the youngest animals. The 
component also provided veterinary care for 
these animals. All animals are still at the 
Ibecetan Ranch at present since no 
government policy with regard to their final 
disposition has been established. 

C. Analysis and Conclusions 

The component has made only slight 
progress in the training of the veterinary 
auxiliaries, with only 18 of the projected 220 
trained to date. The lack of progress is 
largely attributable to the general 
stagnation in the organization of Herder 
Associations. It is too early to evaluate the 
performance of the veterinary auxiliary 
system since the operation has only just 
started and the largest demand at the 
moment is for the services offered free of 
charge. However, it is easy to foresee 
problems in the resupply of veterinary 
products and in the motivation of the 
auxiliaries themselves. Nevertheless, given 
the potential advantages of such a system, it 
should be given a full trial and modified as 
needed for the life of the Project. 

No progress has been made in assisting 
the National Livestock Laboratory. The 
operation of the National Livestock 
Laboratory Branch in Tahoua has been 
impeded by the lack of appropriately trained 
personnel. The logistical support for the 
annual vaccination campaigns has only 
affected cattle vaccinations to date. The 
remaining livestock species still receive no 
vaccinations whatsoever. The prototype 
mobile vaccination chute is not expensive but 
is quite heavy at 1,500 kilograms. The choice 
of sites for the four veterinary posts to be 
constructed by the Project was made without 
consulting the regional authorities. Finally, 
little progress has been made on the 
development of the promised thermoresistant 
or thermostable vaccines. The relationship 
with the Center for Animal Diseases at Plum 
Island appears to be at best unclear, and at 
worst, ineffective. 

The component has achieved little 
progress toward the elaboration of improved 
animal production techniques. Of the ten 

les maladies infectieuses. Depuis leur achat 
jusqu'au d~but des pluies en 1985, les animaux 
recevaient des rations compltes produites par 
le valet Apartir du son de bl, du tourteau 
d'arachide, des fanes d'arachide et d'autres 
sous-produits agricoles. Les substituts du lait 
dtaient Ogalement requis pour les plus jeunes 
animaux. Le valet a 6galement assurd des soins 
v~t~rinaires I ces animaux. Tous les animaux 
sont encore au ranch d'Ibecetan car aucune 
politique national quant I leur utilisation finale 
n'a encore 6t6 adopt~e. 

C. Analyse et Conclusions 

Le valet n'a fait que peu de proarbs au niveau 
de la formation des auxiliaires vdt~rinaires, 18 
seulement des 220 pr~vus ant 6t6 form~s Ace 
jour. Le manque de progr~s est essentiellement 
attribuable Ala stagnation gon~rale au niveau 
de l'organisation des GMP. I1 est 4galement 
trop t~t pour Ovaluer le fonctionnement du 
syst~me des au:xiliaires vdt~rinaires car 
l'activit6 ne viert que de d~marrer et la plus 
importante demade 4 l'heure actuelle porte sur 
les services gratuits. Toutefois il est aisd de 
pr~voir des probl6mes au niveau du 
re-approvisionnement en produits v~terinaires 
et de la motivation des auxiliaires eux-m6mes. 
N~anmoins, etant donn6 les avantages 
potentiels d'un tel syst~me, il faudrait 
l'essayer pleinement et le modifier au besoin 
pour la dur~e du Projet. 

Aucun progres n'a 6t6 fait pour aider le 
Laboratoire National de l'Elevage. Le 
fanctionement de l'Antenne de Laboratoire 
Nationale de l'levage ATahoua a dtd entravd 
par le manque de personnel bien fcrm. L'appui 
logistique concernant les campagnes annuelles 
de vaccination n'a, Ace jour, port6 que sur les 
vaccinations bovines. Les autres esp~ces 
restantes ne regoivent encore aucune 
vaccination. Le prototype de couloir de 
vaccination mobile n'est pas on~reux mais est 
bien lourd: 1500 kg. Le choix des sites devant 
abriter la construction des quatre pastes 
v~t~rinaires a 6t6 fait sans consultation des 
autorites reoionales. Enfin tres peu de progres 
ant 6te fait concernant la mise au point des 
vaccins thermo-r6sistants ou thermo-stables 
promis. Les rapports avec le Centre de Lutte 
Contre les Malaies Animales de Plum Island 
semblent au mieux floues et au pire inefficaces. 

Le valet a r~alis6 peu de progr~s vers 
l'4laboration de techniques amdliorees de 
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act:v:ties outlined in the 19*4 Annual Work 
Flan, only two - i.e. numoers 2 and 7 - are 
near completion. Two activities - i.e. 
numbers 4 and L:- have barely begun and 
three more - i.e. numbers 1, 9 and 10 - are 
planneo for tnr near future. Three activities 
- -. e. number-s 3, 5 ano 6 - have not yet been 
plannec. Construction and procurement 
delays associated with the creation of the 
Branch Laboratory in Tahoua have led to 
delays in the analysis of the vitamin A blood 
sarroles. Delays in all other activities have 
been attributed to delays or denials of work 
plans, to the hiatus in the organizatio n of 
tne Herder Associations, and to the 
e.ac- :cr o urintca ner--s iroro th 

:erone duranc the 1. -195 rrouot 
concitions, 

The elaboration of imoroved livestock 
production tecnniques is essential to the 
attainment cf the Project goal. The 
com:onent's slov,, progress in this area calls 
into questio, ine utility of the entire 
Project. The comc onent has provided more 
precise estirm a.es of the magnitude of the 
generall' accE-e- nutritional constraints on 
cattie -jroouc-:-r, :ut has developed only one 
,eccr-nioue to re.ease a relatively,, minor 
constraint - _.e. night blindness with vitamin 
A deficiency. 

None of theplanned activities address the 

more severe constraints, especially that of 
nitrooen. Mearwnile, species composition of 
livestock in the Project zone has changed 
drastically since the drought, with cattle nowofutheulivestockcomppsition onlyesppercent 
.comprisingonly 25 percent of the livestock 
ciomass compared with 46 percent in 9... 
Wnile these numoers may changs, it seems 
lik'elv tnz small ruminants ano camels will 
be muc, more important in the future than 
was foreseen in the Project Faper. Yet, the 
nutritional constraints on these species were 
not specifically addressed by the forage 
samolino and analysis activity. Finally, the 
component has not advanced beyond the Nioer 
Ranoe and Livestock Project in its 
comprehension of the variation in production 
systems within the three Departments 
comprising the Project zone. This neglect 
renders the determination of local livestock 
constraints and opportunities impossible. 

production animale. De ai: act:.'ites f:ou-a't 
dans le Plan de Travail Annue' i5:4, deu;' 
seulement, notamment les numeros 2 et 7, sort 
presqu'achevees. DeuAactivltes, les numeros 4 
et 8, ant Apeine demarre et trois uesn, 4 

numros , 9 t 0, sont planifies pourtres 
prochainement. Trois activities, les numerc=3, 
5 et 6 n'ont pas encore t planifilees. Les 

retards accuss au niveau de la constuction et 
de l'acquisition lies d l'Antennela creation de 
de Laboratoire aTahoua ont entrainsle e
 

retards concernant 'analyse des prinvements 
de sang des animauxtraitse a Vitamine A. 

Les retards concernant toutes les autres 
activites on- ete aitribues au'! retards cu rejets 
des plans de tavai, au hitus dans 
I'organisaticn ces GHF et a l'ea:uazion ces 
troupeaux et aes eleveurs ce la zone du Prcjet 

pendant la secneresse 194-19c5. 

L'laboration de meilleures tecnniques ce 
production de b~tail est importante pour 
atteindre l'ot jectif du Pr -t. Lee faibles 
progrbs du volet d'ns ce domaine mettent en 
cause l'utilite de tout le Projet. Le volet a 
fourni des estimations olus prec'ses de 
l'ampleur des contra.ntes nutriuonnelles 
oeneralerrent acceptees sur la production de 
betail mais n'a elabore ou'une tecnnioue pour 
soulacer une contrainte relativement mineur, 
l'hemeralopie causes par la d6ficence en 
Vitamine A. 

Aucune des activites planifiees n'aoporte une 
solution auk plus graves contraintes, notamment 
celles de l'azote. Pendant ce temps la 
camposition des espices dE troupeauf dans lap 
zone du rrojet a considerablement chanoe deouis
la sEcheresse, lee boeufs ne constituent que 25 
pour cent de la biomasse du betail par rapport a 
66 pour cent en 19.2. Bien oue ces nombres 
puissent changer, il semble probable aue les 
petits ruminants et les chameau:: seront 
beaucouo plus importants A l'avenir que prcvu
dans le Document du ProAjet. Tojtefois, les 

contraintes nutritionnelles concernant ces 
sspeces n'ont pas etc specifiouement poses par
l'echantillonnage du fourrae et les analyses. 
Enfin, levolet n'a pas etc au-dela du P&PE dans 

rend impossible la dutermination es 

sa le e a a iat nded yse s 
de production dans les troisae artements 

p 

contraintes et possibilit~s locales concernant 
l'eievaCE. 
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The component has not recognized the 
potential conflict between veterinary 
interventions and herd survival during 

drought years. The veterinary interventions 
generally address mortality, rather than per 
head productivity. While reducing mortality 

increases herd production, it necessarily 
increases herd size, especially with cattle 
and camels. The larger herd size necessarily 
increases the likelihood of forage shortfalls 
in any given year and this greater risk must 
be matched by larger sales and earlier 
departures in the case of drought. It is 
difficult to determine iF any of the herders in 

the Project zone did, in fact, intensify their 

opportunistic strategy to survive the 
1984-1985 drought more successfully than 
they did the 1972-1973 drought. Even if they 
did, the viability of the opportunistic 
strategy to which veterinary interventions 
contribute may be declining rapidly as 
pastoral land resources are diverted to 
cropping and lost to soil erosion. The 
component has no way cf assessing the 
impact of decreased mortality, at least of 
large ruminants, in the conte;:t of 
increasinaly severe shortfalls of forage. 

Given the progress to date in this and 
other Project components, some of the 
activities outlined in the Annual ,)ork Plans 
are no longer appropriate or required. The 
Niger Range and Livestock Project produced 
reconnaissance studies of cattle, sheep, goat 
and camel production in the Project zone. In 
the time remaining in the Project, little 
additional progress toward Project goals and 
objectives can be achieved simply by 
monitoring goat and camel production in two 
Herder Associations as is currently planned. 
The selection of pilot Herder Associations is 
required only if the Herder Associations are 
to be retained as the main extension vehicle 
of the Project and a proposed veterinary or 
production intervention requires testing and 
implementation by some social organization 
larger than that of the individual herd owner 
or pastoral family camp. The foreseeable 
interventions, such as vitamin A, do not 
require Herder Associations and can be 
distributed through veterinary au;,liaries or 
agents of the Livestock Service directly. 

The component viewed the Ibecetan Ranch 
feeding center as a pilot trial of an activity 
that could be implemented by government 

Le volet n'a pas reconnu le conflit potentiel 
entre les interventions veterinaires et la survie 
des troupeau; pendant les annees de 

s6cheresse. Les interventions veterinaires 
apportent g~neralement une solution a la 

mortalite plutot qu'a la productivite par tete. 

Bien que la reduction de la mortalite augmente 

la production elle augumente necessairement 
l'effectif du troupeau, notamment avec les 

bovins et les chameaux. Un plus grand effectif 
de troupeau augmente necessairement la 
probabilite de manque de fourrage en toute 
annee, et ce risque plus fleve dolt etre mis en 

parallele Ades ventes plus importantes et 1 des 

departs precoces en cas de secheresse. Il est 

difficile de d!terminer si certains eleveurs de 
la zone ont intensifie leur strategie pouss~e 
pour survivre a la secheresse 1984-1985 de 

maniere plus fructueuse qu'ils ne l'ont fait 
durant !a secheresse 1972-1973. Meme s'ils 
l'ont fait, la viabilite de la strategie poussee I 
laquelle contribuent les interventions 
veterinaires peut connaltre une baisse rapide 
Otant conne que les ressources des terres 
pastorales sont detournees vers l'agriculture et 

perdues Acause de l'erosion des sols. Le volet 
n'a aucun moyen d'evaluer limpact de la 
mortalite qui a baisse au moins chez les grands 
ruminants,*dans le cadre des manques de 
fourrages qui deviennent de plus en plus graves. 

Etant donne les progres realises a ce jour 
dans ce volet du Pro jet et dans les autres 
volets, certaines activites figurant dans le Plan 
Annuel de Travail ne sont plus appropriees ou 
necessaires. Le PGPE a fait des 6t-cJes de 
reconnaissance portant sur la production de 
bovins, moutons, chevres et chameaux dans Ia 
zone du Projet. Pour le reste de la duree du 
Projet, tres peu d'autres progres peuvent etre 
realises pour atteindre les buts et objectifs du 
Projet en ne procedant qu'au suivi de la 
production des chevres et des chameaux dans 
deux: GMP tel qu'actuellement prevu. La 
selection de 014P n'est necessaire que si les 
GMP doivent etre retenus comme Is principal 
vehicule de vulgarisation du Projet et si une 
proposition d'intervention veterinaire ou 
relative a la production necessite une 
experimentation et une mise en oeuvre par une 
organisation sociale plus grande que celle d'un 
proprietaire de troupeau ou d'un campement de 
famille pastorale. Les interventions 

previsibles, telles que la Vitamine A, ne 
necessitent pas les GMP et peuvent stre 
assurees par les auxiliaires veterinaires ou les 
agents du Service de l'Elevage. 
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ranches in severe drought years. Even 
before the operation began, the component's 
own economic analysis predicted a major 
financial loss and the post-activity economic 
analysis as of October 15, 1985 shows that 
the effort did in fact sustain a considerable 
and unrecoverable loss. The livestock saved 
by the activity cost from 177 to 250 percent 
more than the current market price for 
comparable animals also saved from the 
drought by herders themselves. Although 
market prices for livestock may rise 
throughout the 19:-5-1986 dry season as 
herders' reconstitutions proceed, it is 
unlikely that prices will rise sufficiently to 
permit the operation to break even. Feed, 
labor and tr i sport costs comprise 
three-quarters of the total cost - i.e. 40, 20 
and 16 percent, respectively. Since the key 
element in the strategy is to bring feed to 
the animals, it is difficult to see how even 
major economies in the cost of irputs could 
have led to an eventual recovery of costs. 

As a pilot trial, the ill-fated feeding 
program at least proves fairly ccnclusively 
that such programs are not cost-eifective 
drought strategies. The present market is 
providing animals for reconstituilon of herds 
and flocks at prices much lower than could 
conceivably h'vc been achieved b/ the 
fecding program. Furthermore, the national 
policy of saving young females rather than 
reproductive animals seems poorly conceived 
since these young animals, once saved, 
cannot contribute to reproduction of any new 
herd or flock for yet another one to five 
years, depending upon the particular species. 
Finally, the feeding operation will not help 
poorer herders reconstitute their herds 
unless the animalb are given to them free of 
charge. Those herders who sold their 
animals in April and May 19:5 received lower 
than normal seasonal prices for them. Those 
herders are not now in the financial position 
to buy back animals at the current market 
prices, much less at the higner prices needed 
to cover the costs of the feeding program. 
The feeding program may, therefore, lead 
directly to the ironic outcome of affecting an 
increased transfer of livestock from the 
poorer herders to their wealthier neighbors 
and to sedentary farmers from outside the 
zone entirely, with part of the cost of the 
transfer being borne by the Project through 
its losses on the feeding activity. 

Le volet a estimi que le centre d'alimentation 
du ranch a Ibecetan est une activite pilote qui 
pourrait etre realisde par les ranches de l'Etat 
pendant les annees de grave secheresse. Avant 
meme le debut de l'operation, l'analyse 
economique du valet avait predit une importante 
perte financiere et l'analyse economique 
post-activite jusqu'a la date du 15 octobre 1985 
prouve que l'activit6 a, en effet, enregistre une 
perte importante et irrecouvrable. Le betail 
sauve par cette activite coute 177 A 250 pour 
cent plus que le pri:: actuellement pratique au 
marche pour des animau. analogucs egalement 
sauves de la secheresse par les eleveurs 
eux-memes. Bien que les prin du marche 
concernant le betail puissent augmenter pendant 
la saison seche 1985-1986 a mesure que la 
reconstitution des troupeaux se poursuit, il est 
peu probable que las pri:: ne montent assez pour 
permettre a l'operation de ne faire nt perte ni 
profit. Les aliments, la main d'oeuvre et les 
frais de transport constituent les 3/4 de 
l'ensemble des couts, c'est-a-dire 40, 20 et 16 
pour cent respectivement. Etant donne que 
l'element cle de la strategie est d'apporter des 
aliments aux animau::, il est difficile de voir 
comment meme las importantes economies au 
niveau du cout des intrants auraient pu 
entrainer a la longue le recouvrement des coOts. 

En tant qu'essai pilote, ce programme 
d'alimentation prouve au moins de maniere 
claire et concluante que de tels programmes ne 
sont pas des strategies rentables de lutte 
contre la secheresse. Le marche actuel fournit 
des animaux pour la reconstitution du menu et 
du gros betail a des pri: nettement inferieurs A 
ceux qui aurait pu, de maniere concevable, etre 
realise par le programme d'alimentation. Par 
ailleurs, la politique nationale de sauvetage des 
jeunes femelles plutot que las betes 
reproductrices semble mal con~u etant donne que 
ces jeunes betes, une fois sauvees, ne peuvent 
contribuer a la reproduction de tout autre 
nouveau menu ou gros betail avant une periode 
allant de un a cinq ans, en fonction des especes 
specifiques. Enfin l'operation alimentation 
n'aidera pas los eleveurs demunis a reconstituer 
leurs troupeau:. a moins que les animau. ne leur 
soient offerts gratuitement. Cos eleveurs qui 
ont vendu leurs animaux en avril et mai 1985 ont 
regu des pri: inferieurs a la norme des prix 
saisonniers. Ces eleveurs ne sont pas 
actuellement en mesure de racheter ces animaux 
aux prix en vigueur au marche, encore moains aux 
prix plus eleves necessaires pour couvrir las 
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D. Recommendations 

The evaluation team presents the 
following recommendations for consideration 
by the parties to the Project Agreement. 

1. 	 In order to develop the veterinary 
auxiliary system, we recommend 
that the component extend the 
system over the entire Project zone 
by drawing upon not only Herder 
Associations but also on any other 
social groups in the area. The 
component should assure the 
resupply of the au::iliaries' stocks 
of veterinary products by promoting 
two parallel supply systems: one 
private and one state-run. 
However, for the remainder of the 
Project, the component should 
ensure resuppl', by purchasing and 
maintaining its own stock of 
veterinary products. In order to 
motivate auxiliaries and to move 
them toward financial independence, 
the component should establish with 
the Livestock Service a uniform 
pricing policy that would allow the 
auxiliaries to create their own 
operating funds. 

2. 	 The Project should strengthen its 
support of the National Livestock 
Laboratory in order to increase its 
capacity to prc:uce vaccines for 
small runinants, camels and poultry 
by acquisition of equipment and 
required materials as well as by the 
development of infrastructure and 
the training of personnel. 

3. 	 The component should emphasize 
development of a veterinary health 
program for small ruminants and 
camels in response to the changing 
livestock composition and 
deteriorating ecological conditions 
in the pastoral zone. 

4. 	 The mobile vaccination chute should 
be field-tested during the upcoming 
annual vaccination campaign. It 
should be transported on a trailer 
towed by the vehicle used by the 
vaccination team since use of a 
second vehicle to transport the 

coots du programme d'alimentation. Le 
programme d'alimentation peut, par consequent, 
directement aboutir au resultat ironique de 
porter sur un transfert accru de betail des 
eleveurs les plus demunis vers leurs voisins 
plus nantis et vers les paysans sedentaires de 
la zone e;.terieure au Projet avec une partie des 
frais de transfert supportee par le Projet pour 
ses pertes concernant ce programme. 

D. Recommandations 

L'equipe d'evaluation formule les 
recommandations ci-apres pour examen par les 
parties 1 l'Accord du Pro jet. 

1. 	 Afin de dvelopper le systeme 
d'auxiliaires vet2rinaires, nous 
recommandons que le volet etende le 
systeme a toute la zone du Projet en 
faisant appel non seuLement aux GMP 
mais aussi a tout autre groupe social 
de la region. Le volet doit assurer le 
ravitaillement des st-cks de produits 
veterinaires des au;uliires en 
essayant de promouvoir deu: systemes 
de ravitaillemnent paralleles: un prive 
et un public. Toutefois, pour le reste 
du Projet, le volet doit assurer le 
ravitaillement an achetant et en 
gardant son propre stocK de produits 
veterinaires. Afin de motiver les 
au::lialres et de las faire tendre vers 
une independance financiere, le volet 
doit etablir avec le Service de 
l'Elevage une politique de pri:: 
incitatifs qui permettrait aux 
auxiliair.s de creer leurs propres 
fonds de fonctionnement. 

2. 	 Le projet doit renforcer son appui au 
Laboratoire National de l'Elevage afin 
d'augmenter sa capacite a produire des 
vaccins pour les petits ruminants, les 
chameaux et la volaille par 
l'acquisition de ,'equipement et du 
materiel necessaires et pour le 
developpement de linfrastructure et 
de la formation du personnel. 

3. 	 Le valet doit mettre I.accent sur un 
programme de sante veterinaire pour 
les petits ruminants et les chameau,: 
en reponse A la modificaticn de la 
composition du betail et a la 
deterioration des conditions 
dcologiques dans la zone pastorale. 
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chute essentially defeats the 
purpose of this intervention by 
greatly adding to its recurrent 
costs. 

5. 	 The choice of the veterinary post 
sites should be reassessed and 
made in common with the regional 
authorities. The posts should be 
better integrated with the 
veterinary dispensaries of any 
Pastoral Centers which remain the 
bases for organizing herders. 

6. 	 The relationship between the 
Project and the Center for Animal 
Diseases at Plum Island should be 
clarified and formalized with a 
contractual agreement. Given the 
long lead time and the size of the 
effort required to produce a 
thermostable rinderpest vaccine and 
effective vaccine against small 
ruminent pest, this reseach effort 
should be undertaken at the national 
or regional level, rather than within 
the context of this Project. 

7. 	 Since the Niger Range and Livestock 
Project already produced a 
reconnaissance survey of the animal 
diseases present in the Project 
zone, the component should 
emphasize collaboration between 
herders, veterinary auxiliaries, 
Livestock Service agents, and the 
National Livestock Laboratory 

.Branch in Tahc';- in the conduct of 
any future e,.. ; j-veterinary or 
epidemiologici studies, rather than 
carrying out independent and 
parallel Project studies. 

8. 	 The component must use the 
remaining Project time to develop 
appropriate livestock production 
techniques that can be extended by 
the Livestock Service, veterinary 
auxiliaries or through Herder 
Associations and other groups after 
the end of the Project. Any 
research and development activities 
that must continue after the end of 
the Project should be integrated 
immediately into the work activities 
and plans of the permanent agencies 
of the Government of Niger. 

4. 	 Le couloir de vaccination mobile doit 
itre experimente sur le terrain 
pendant la prochaine campagne annuelle 
de vaccination. II doit etre transporte 
sur une remorque trainee par le 
vehicule utilist par l'equipe de 
vaccination car l'utilisation d'un 
second vehiclue pour transporter le 
couloir va fondamentalement a 
lencontre de l'objectif de cette 
intervention en augmentant 
considerablement ses charges 
recurrentes. 

5. 	 Le choix des sites des postes 
vdterinaires doit etre re-examine et 
effectue conjointement avec les 
autorites regionales. Les postes 
doivent Otre mieux integres aux 
dispensaires veterinaires du Centres 
Pastoraux existants qui demeurent les 
bases d'organisation des 6leveurs. 

6. 	 Le rapport entre le Projet et le Centre 
des Maladies Animales de Plum Island 
doit etre clarifie et officialise avec un 
accord contractuel. Etant donne le 
delai et l'ampleur de l'effort 
necessaire pour produire un vaccin 
thermostable contre la peste bovine et 
un vaccin efficace contre la peste des 
petits ruminants, ce travail de 
recherche doit etre entrepris au niveau 
national ou regional plutot que dans le 
cadre du Projet. 

7. 	 Etant donne que le PGPE a dej& fait 
une etude de reconnaissance des 
maladies animales de la zone du Projet, 
le volet doit mettre l'accent sur la 
collaboration entre les 6leveurs, les 
auxiliaires veterinaires, les agents du 
Service de l'Elevage et l'Antenne de 
Laboratoire National de l'Elevage a 
Tahoua pour la realisation de toute 
etude ethno-veterinaire ou 
epiddmiologique a venir, plut~t que 
d'entreprendre des etudes 
independantes et parallees. 

8. 	 Le valet doit utiliser le reste de la 
duree du Projet pour elaborer des 
techniques appropriees de production 
de bitail qui peuvent etre vulgarisees 
par le Service de l'Elevage, les 
auxiliaires veterinaires ou par le biais 
des ONP ou d'autres groupes apres la 
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Specifically, forage and browse fin du Projet. Toute activitd de 
sampling and analysis should recherche et de diveloppement qui doit 
continue until the end of the Project se poursuivre aprbs le fin du Projet 
as part of the Early Warning doit Otre immddiatement integree aux 
System. The institutionalization of activitds et plans de travail des 
this activity will be considered organes permanents du GoLIvernement 
under the Natural Resources du Niger. D'une maniere plus precise 
Management section which follows l'dchantillonnage et l'analyse du 
as the third component analysis. fourrage et des jeunes pousses doivent 

se poursuivre jusqu'k la fin du Projet 
9. The vitamin A analyses of blood au titre du Systeme d'Alerte Prdcoce. 

samples should be completed as L'institutionalisation de cette activitd 
soon as possible and the best form. sera examinee a la Section Gestion'des 
chosen for extension through Ressources Naturelles qui suit et qui 
veterinary auxiliaries. Follow-up constitue l'analyse du troisieme volet. 
of extension efforts, rather than 
further clinical trials, should be the 9. Les analyses de pr~lbvement de sang 
focus for the rest of the Project. des animaux traites Ala Vitamine A 

doivent Otre achevees aussitot que 
0. Baseline studies of small runinant possible et la meilleure forme doit etre 

and camel production should be retenue pour vulgarisation par le biais 
reoriented toward studies that des auxiliaires veterinaires. Le suivi 
either test specific interventions - des activitis de vulgarisation, plutbt 
e.g. an antihelminthic study in which que d'autres essais cliniques, doit 
baseline data are obtained from the constituer le point central du reste de 
control herd - or determine optimal la durde du Projet. 
management practices. The 
seasonal nutritional constraints on 10. Les Otudes de base sur la production 
goats and camels are much less des petits ruminants et des chameaux 
evident than for cattle. While the doivent 6tre orientees vers des 6tudes 
resource base fixes some upper qui soit expdrimentent des 
limit on the number of goats and interventions sp~cifique; exemple, une 
camels,.livestock health and herd 6tude de vermifuge dans laquelle les 
reproduction may be more important -donn~es de base sont obtenues 1 partir 
constraints than nutrition in this des troupeaux temoins, soit 
case. Since offtake of small determinent les pratiques de gestion 
runinants occurs before the age of optimale. Les contraintes 
two years, decreases in mortality nutritionnelles concernant les chbvres 
and increases in reproduction will et les chameaux sont moins dvidentes 
have less environmental impact than que celles du b6tail. Bien que la base 
would be the case for cattle or des ressources fixe une limite 
camels. A study that adequately superieure concernant le nombre de 
sampled the variation in chevres et de chameaux, la sante du 
management practices and herd bitail et la reproduction des troupeaux 
performance in each of the several peuvent dtre des contraintes plus 
production areas of the Project zone importants que la nutrition dans ce 
- i.e. the shallow well zone of cas. Etant donne que l'dcoulement des 
Tchin-Tarabaden and Abalak, the petits ruminants survient avant l'Age 
deep well zone of the Tadarest de deux ans, les baisses de mortalitd 
Plateau, and the artesian borehole et augmentations de reproduction 
zone of Agadez - that incorporated 
promising inputs with control 

auront moins d'impact ecologique 
qu'avec le cas des bovins et des 

groups, and that ascertained the chameaux. Une etude qui a 
causes of abortions and neonatal dchantillonne de maniere adequate la 
mortalities might finally specify variation des techniques de gestion et 
improved small ruminant production 
practices to increase herder 

la performance des troupeax dans 
chacune des differentes reoions de 

productivity and welfare, production de la zone du Projet -
c'est- -dire la zone des puisards de 



Consultations wit, ILCA a. wit~ 
the researchers o-" the 
AID-sconsored Smal Ruminan' 
CRSP, as well as a :horougn review 
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production for sale, ra her than for 
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consider oarticularly phosphorus 
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supplementation , increase 
conception and to snorten the time 
to first calving. The oerlod of 
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fed should also be determined. 12. Le projet ooit financer ceE travaux ce 
Nutritionally-driven and recherche a l°interieur du pays su­
regionally-based herd models could l'alimentation supDlementaire qui 
be used as a first step in screening pourraient aboutir &la formulation 
feeding strategies. Compensatory d'une politique sur l'utilisation ae. 
growth during the rainy season ressources d'aliments coicentres 
should be studied, particularly as it extremement limitees. L'objectif de la 
affects the profitability of late dry recherche serait la specification d'un 
season supplementation. calendrier optimal d'alimentation 

13. Livestock feeding programs should 
supplrmentaire concernant la 
production animale destinee & la vente, 

not be included in future drought plut~t ou'& la subsistance. Cette 
strategies. The animals at the recherche doit examiner 
Ibecetan Ranch should be solo particulierement l'apport du 
immediately and at going market suppl~ment phospmo-eu,: et azote 
prices. non-proiteine pour augmenter !a 

fecondite et reduire le tem-s par 
14. Given the high level of tecnnicai rapoort a la premiere grcssesse . La 

training of the Nigerien staff in periode de renoement ma:imum par 
animal production, the expatriate unite de nutriment doit ecalement eTre 
position of animal production determinee. Les moceles ce troupeau): 
advisor should be abolished at the bases sur la nutrition et 6labores par 
end of the present incumbent's region pourraient servir de premiere 
contract. Moreover, since all Otape de s~lection de stratecies 
epidemiological studies should be d'alimentation. La croissance 
conducted in the future by the compensatrice durant la saison des 
National Livestock Laboratory, pluies doit etre etudiee, notamment 
there seems to be no need for a son impact sur la reniatilite de 
veterinary epidemiolocist on a l'apport de suoplement vers Ia fin de la 
resident basis. The Project saison seche. 
veterinarian position in Tahoua 
should be retained through the end 13. Les proarammes de sauvetaae du betail 
of the Project. And, finally, funds ne doivent pas ttre inclus cans les 
should be retained in the Froject strategies a venir de lutte contre la 
budget for a limited number of secheresse. Les animaux du ranch 
snort-term consultancies on very d'Ibecetan oevraient etre 
specific tas<s, especially for the immtdiatement vendus aux mrix 
design cf any small ruminant actuellement pratiques sur le marcht. 
production study. 

14. Etant donne le haut niveau de 
formation technique du personnel 
nigerien en production animale, le 
poste d'expatrie conseiller en 
production animale doit etre supprime 
A la fin du contrat actuel de 
l'interesse. Par ailleurs, etant conne 
que toutes les etudes epidemiologioues 
doivent ttre realisees a l'avenir par le 
Laboratoire National ce l'Elevage, il 

ne semble plus necessaire c:'Evcir un 
Opidemiologiste veterinaire res .Ient. 
Le poste de veterinairE du ProE a 
Tahoua doit etre retenu jusou'a la fin 
du Projet. Et enfin, oes fonds ocivent 
Otre gardes dans le budcet du Frojet 
pour un nomtre limift ce services de 
consultation 4 court terme portant sur 
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E. 	 Modifications Which Might Require 
Project Redesiqn 

Since we believe that this component has 
sufficient resources at its disposal within 
the context of the Project Agreement as 
written, we have no modifications to propose 
which would entail Project redesign. 

des travaux bien spOcifiques, 
notamment pour la conception de toute 
itude sur la production des petits
ruminants. 

E. 	 Modifications qui Pourraient Susciter 
la Reorientation du Projet 

Etant donn6 que nous estinons que ce volet a 
assez de ressources I sa disposition dans le 
cadre de l'Accord du Projet, nous n'avons aucune 
modification &proposer qui pourrait entrainer la 
rdorientation du Projet. 

54
 



3. NATURAL RESOURCES MANAGEMENT 

A. Objectives of the Component 

For this Project component, the Project 
Agreement took the position that long-term 
improvements in animal nutrition and 
production could be obtained through the 
improved use of the natural range in the 
Project zone. On the basis of research 
conducted in the Niger Range and Livestock 
Project, the technical basis for 
accomplishing these improvements was 
deemed to exist at least in part. The 
Herder Associations were seen to provide 
the institutional structure through which 
the ability to control and manage the use of 
the range could be developed. 

The distribution and control of water 
points was seen as a critical determinant of 
forage availability to pastoral herds. The 
Project component was to have addressed 
this watering constraint in four ways. 
First, a study was to have been undertaken 
in collaboration with the animal production 
studies to quantify fte effects of seasonal 
differences iii waterinq and water quality 
on herd production and behavior. Second, 
further analysis of data generated by the 
Niger Range and Livestock Project's water 
points and socio-economic studies, 
supplemented where necessary by 
additional surveys, was to have pinpointed 
areas where new water points could 
increase forage availability. Specific 
Herder Associations were to have been 
permitted to use part of their revolving 
funds for water point construction. Private 
ownership was seen to ensure regulated use 
of these water points and the surrounding 
pastures. Fourth, the Project component 
was to investigate and test techniques to 
increase water productivity and control 
over water points. 

An aerial survey in the Niger Range and 
Livestock Project had furnished information 
about the distribution of human and animal 
populations and natural resources 
throughout the pastoral zone. The Project 
component was to continue the aerial 
survey in order to produce an inventory 
that interrelated natural resources, 
resource use and socio-economic 

3. GESTION DES RESSOURCES NATURELLES 

A. Objectifs du Valet 

Pour ce volet, l'Accord du Projet stipulait que 
les am~iorations Along terme de la nutrition et 
de la production animales pouvaient @tre 
r.alisdes grace Aune meilleure utilisation des 
parcours naturels de la zone du Projet. Sur la 
base des travaux de recherche entrepris, sous le 
PGPE, on estimait que la base technique pour 
r~aliser ces amdliorations existe ne serait-ce 
que partiellement. On estimait que les GMP 
constituaient la structure institutionnelle par 
laquelle on pouvait mettre sur pied la 
possibilit6 de controler et de gerer l'utilisation 
des parcours.
 

La r~partition et le controle des points d'eau 
constituaient un determinant cld de la 
disponibilit6 de fourrage aux troupeauy 
pastoraux. Ce volet du Projet devait r soudre 
ce probl~me d'abreuvage de 4 mani~res. 
Premierement, une 6tude devait Otre entreprise 
en collaboration avec les Otudes de production 
animale pour quantifier l'impact des differences 
saisonni~res de l'abreuvement et de la qualitO 
de l'eau sur la production du troupeau et son 
comportement. Deuxi~mement, une analyse 
approfondie des donn~es provenant des etudes 
socio-6conomiques et des points d'eau du POPE, 
appuyees au besoin par d'autres enqu~tes, 
devait mettre en relief les regions o6 un 
important am~nagement des ressources en eau 
(souterraine et/ou de surface) serait utile. 
Troisibmement, dans les regions o~i de nouveau\ 
points d'eau pourraient augmenter la 
disponibilit6 de fourrage, des GHP specifiques 
devaient Otre autoris~s Autiliser une partie de 
leurs fonds renouvelables pour la construction 
de points d'eau. On estimait que la proprite 
pouvait assurer l'utilisaion r~glement~e de ces 
points d'eau et des parcours environnants. 
Quatriemement, le volet du projet devait 
chercher et tester des techniques visant A 
augmenter la productivite de l'eau et le contrle 
des points d'eau. 

Un leve adrophotogrammetique du PGPE avait 
fourni des informations concernant la 
r~partition des populations humaines et 
animales et des ressources naturelles Atravers 
la zone pastorale. Le volet du Projet devait 
continuer ce lev6 afin de produire un inventaire 
faisant une inter-relation des ressources 
naturelles, de l'utilisation des ressources et 
des donn~es socio-6conomiques pour indiquer 
les localit6s obi une meilleure gestion des 
parcours serait possible. 
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information to indicate where improved 
range management might be possible. The 
land resource inventory was also to have 
developed the baseline data for an Early 
Warning System which would detect 
potentially disastrous conditions in the 
Project zone. 

The Project component was to have 
established a program for the listing, 
evaluation and eventual extension of 
improved range management techniques 
through the network of Pastoral Centers to 
those grouas of herders who could benefit 
from them. First, specific range 
management strategies were to have been 
tested under controlled conditions. Second, 
promising strategies were then to be tested 
within the context of exoerimental herding 
units under conditions closely 
approximating those prevailing within the 
Project zone. Lastly, proven range 
management strategies were to have been 
extended to the Herder Associations 
through the Pastoral Centers. 

The Project was also to establish a 
pastoral Early Warning System designed to 
assess the distribution of range resourcos 
-and to determine their seasonal evolution 
in terms of forage ouantity and quality. 
The System was to relate these expected 
resources to their utilization patterns and 
to assess more generally the pastoral 
production and food security situation in 
the Project zone. The main elements of the 
Early Warring System were to include green 
biomass estimates from satellite imagery 
during the growing season, systematic 
reconnaissance flights of the Project zone, 
and ground monitoring of biomass evolution 
in selected sample areas. These data were 
then to have been combined with other data 
sets - i.e. rainfall; sex, age and prices for 
livestock marketed, exported and 
slaughtered; human health and nutrition; 
animal production and diseases; and the 
Pastoral Food Security Index - to provide 
regular pastoral monitoring information 
for the Government of Niger, aid donors, 
and the herders themselves. 

Subsequent to the signing of the Project 
Agreement, the Project was asked to 
develop an Emergency Drcught Strategy and 

L'inventaire des ressources naturelles devait 
dgalement avoir Otabli des donn~es de base pour. 
un Syst~me d'Alerte Rapide qui indiquerait de 
mani~re d~taillde les conditions potentiellement 
d~sastreuses de la zone du Projet. 

Le valet du Projet devait avoir 6tabli un 
programme pour l'Onum~ration, l'valuation et 
l'6ventuelle vulgarisation des techniques 
amfliorfes de gestion de parcours par le biais 
des Centres Pastoraux (CP) &Vendroit des 
groupes d'Oleveurs qui pourraient en b4n6ficier. 
Premi0rement, des strategies sp~cifiques de 
gestion de parcours devaient avoir 6t. testies 
sous contr0le. Deuxiemement, des strategies 
prometteuses devaient ensuite .tre testies 
dans le cadre des cellules d'6levage 
exp~rimentales dans des conditions ressemblant 
de pros A celles en vigueur dans la zone du 
Projet. Enfin, des strat.gies de gestion de 
parcours ayant fait leur preuve devaient avoir 
M vulgaris~es aux OMP via les CP. 

Le Projet devait 6galement mettre au point un 
Syst~me d'Alerte Rapide au niveau pastoral 
congu pour 6valuer la repartition des ressources 
des parcours et d~terminer leur evolution 
saisonni~re en termes de quantit6 et qualit6 de 
fourrage. Ce systeme devait relier ces 
ressources provues A leurs modes d'utilisation 
et 6valuer d'une maniere plus generale la 
situation de la production pastorale et de la 
s~curit6 alimentaire dams la zone du Projet. Les 
principaux 6l6ments du Systeme d'Alerte Rapide 
devaient comprendre les estimations de la 
biomasse verte grAce au- images par satellite 
pendant la campagne agricole. Les vols de 
reconnaissance systematique de la -one du 
Projet et le suivi sur le terrain de l'6volution de 
la biomasse dans des r~gions 6chantillons 
choisies. Ces donn6es devaient ensuite Wtre 
combin~es avec d'autres series de donnees ­
oluviomdtrie; sexe, Age et prix du b~tail 
commercialisd, exporte ou abattu; sant6 et 
nutrition humaines; et indice de sdcuritd 
alimentaire pastorale - pour fournir, au 
Gouvernement du Niger, aux donateurs et aux 
6leveurs eux-m~mes des informaions de suivi 
rdguli~res concernant la zone pastorle. 

Apres la signature de l'Accord du Projet, le 
Projet devait Olaborer une Strat~gie d'Urgence 
de Lutte Contre la S6cheresse et un plan de 
re-affectation des ressources du Projet pour les 
activit6s de d6veloppement li~es A la 
s~cheresse. Le volet gestion des ressources 
naturelles devait constituer un 6I6ment 
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In addition, no credits have been 
extended to Herder Associations for 
construction of new or improved wells, 
although three of the pre-existing Herder 
Associations apparently showed 
considerable interest in such construction 
during 1984. No actual well improvements, 
moreover, have been tested by the 
component although component staff did 
request technical information on such 
improvements from VITA and Lutheran 
World Relief technical specialists. 

While there has been little progress - or 
even interest in water-related issues - no 
Project policy statement exists to either 
support or refute the utility of proposed 
actions involving water wells. 

Only one aerial survey flight has been 
accomplished in the Project zone since the 
start of the Project. Since it occured in 
September 1985, only a preliminary analysis 
is available at present. Moreover, no 
framework for the analysis of these data or 
their correlation with other data sets 
gathered earlier is apparent, nor does it appear in any Project Work Plan. Finally, 

the future of the aerial durveys seems 

uncertain at present since no contract has 

been signed for any further survey work. 


The component's 1954 Work Plan listed 
centripetal grazing and browse plantations 
as appropriate range management 
techniques. The 1985 Work Plan added 
rehabilitation of degraded sites by soil 
pitting as another possible intervention. 
The draft 1986 Work Plan includes 
haymaking on the Ibecetan Ranch as a 
fourth possible intervention. 

Centripetal grazing was to be tested on 
the Ibecetan Ranch in 1984 but lack of 
forage during the 1984-1985 dry season 
precluded the trials. The Range 
Management expatriate advisor, moreover, 
assessed that centipetal grazing was not 
currently feasible in the Project zone. No 
further studies or activities, therefore, 
have been planned for this technique. Since 
no other interventions planned by this 
component involve grazing management, no 
experimental herding units have been 
formed or studied. 

'/6 


En outre, aucun credit n'a dtd accordd aux 
GMP pour la construction de nouveaux puits ou 
pour ameliorer les puits existants bien que 
trois des GMP pre-existants aient manifestd un 
intdret considerable concernant une telle 
construction en 1984. Bien que le personnel du 
volet aie demandd au: techniciens du VITA et du 
Lutheran World Relief de fournir des 
informations techniques sur les ameliorations 
possibles, aucune activit6 de reparation n'a etd 
essayee par le volet. 

Bien qu'on ait enregistrO peu de progres ou 
d'interet concernant les questions relatives aux 
ressources en eau, il n'existe aucune 
proposition de politique au niveau diu Pro jet 
pour soutenir ou refuter l'utilite des actions 
proposees concernant les puits. 

Depuis le demarrage du Projet un seul vol de 
reconnaissance systematique a 6te effectud au 
niveau de la zone du Projet. Etant donne que 
cela a eu lieu en septembre 1985, il n'existe 
qu'une analyse preliminaire a l'heure actuelle. 
De plus, aucun cadre pour analyser ces donnees 
ou les mettre en correlation avec d'autres 
donndes prec~demment collectes n'est evident, 
encore moins n'apparait dans un plan de travail 

du Projet. Enfin, lavenir des vols de 
reconnaissance systematique semble
 
actuellement uncertain Otant donne qu'aucun
 
contrat n'a et6 sign6 concernant d'autres
 
d'dtudes de ce genre.
 

Le Plan de Travail de 1984 concernant le volet 
ae le Tr d e et le v 

a mentionnele pAture centripete et les
 
plantations des ligneux fourrgeres comme etant
 
des techniques efficaces concernant la gestion
 
des parcours. Le Plan de Travail de 1985 a en
 
outre mentionne la rehabilitation des sites 
ddteriores a partir de creusage des sillons dans 
le sol comme etant une autre possibilite 
d'intervention. Le Plan de Travail prevu pour 
l'annee 1986 mentionne la fenaison au niveau du 
ranch d'Ibecetan comme etant la quatrieme 
intervention eventuelle. 

La pture centripete devait tre essayee au 
niveau du ranch d'Ibecetan en 1984, mais 
l'absence de fourrage au cours de la saison 
s~che 1984-1985 a empechd la realisation de ces 
essais. De plus, le conseiller expatrie en 
Lestion des parcours a estime que la p#Aure 
centripbde n'etait pas praticable au niveau de la 
zone du Projet. En consequence, aucune autre 
dtude ou activite n'a ete prevue concernant 
cette technique. Etant donne qu'aucune autre 
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Browse plantations have been 
established at the Ibecetan Ranch. In 1984, 
five browse species were direct seeded and 
1,300 seedlings were transplanted. 
Because of the drought conditions in 1984, 
the seedlings were watered monthly until 
the 1985 rainy season. From these trials, 
survival of two of the species - i.e. Maerua 
crassifolia and Acacia senegal - were 
judged adequate at 40 and 32 percent, 
respectively. In 1985, eight species - of 
which three were species used in 1984 ­
were grown in a nursery and 6,000 seedlings 
were transplanted. In addition, individual 
Maerua crassifolia shrubs were clipped to 
estimate dry season browse production. 

Soil pitting was accomplished on seven 
hectares of crusted sandy soils in the 
Abalak area during the late dry season of 
1985. The component hired Herder 
Association members to dig contour furrows 
which later trapped loose, wind-blown soil 
and seeds. These seeds did germinate on 
same sites during the 1985 rainy season. 

Plans for 1986 include the creation of 
two ten-hectare browse plantations at two 
Herder Association sites. The component 
intends to pay Herder Association members 
with foodstuffs for transplanting the 
seedlings. The browse plantations will 
include furrowing to concentrate rainfall on 

the seedlings. Some crops may also be 
And, finally,permitted in the furrows. 

haymaking, using both tractors and manual 
labor, is planned at both the Ibecetan and 
North Dakoro ranches. 

Activities related to the Early Warning 
System have received the highest priority 
within the component. Twenty-five ground 
truth sites of 0.5 by 2 kilometers were 
established within the Project zone. These 
sites were sampled for both biomass and 
reflectance once during the 1985 rainy 
season. During the aerial survey in 
September 1985, reflectance da a on 144 
square kilometer areas around each of the 
ground truth sites were gathered by ILCA 
personnel to correct for tree cover on the 
sites and to provide a link< between the 
ground truth sites - which are too samll to 
be distinguished by the NOAA satellite 
scanner :and the satellite reflectance 

intervmntion n'a drd prevu concernant la 
manipulation de pacage au titre de ce volet, 
aucune unite pastorale experimentale n'a det 
crude ou etudiee. 

Les plantations de ligneux fourrageres ant 
6td cedies au ranch d'Ibecetan. En 1984, cinq 
especes de ligneux fourrageres ont ete semees 
et 1,300 jeunes plants transplantes. Compte 
tenu de la secheresse en 1984, les jeunes plants 
dtaient arroses mensuellement jusqu'& 
l'hivernage de Vann4e 19:35. De ces essais, les 
deux especes qui ant survecu (Haerua 
crassifolia et Acacia seneqal) ant ete jugdes 
adequates a 40 et 30 pour cent respectivement. 
En 1985, huit especes, dont trois especes 
avaient ete utilisees en 1984, ont ete 

developpees sur des pepinieres et 6,000 jeunes 

plants ant ete transplantes. Par ailleurs, les 
arbustes Maerua crassifolia ant ete tailles afin 

de d6terminer la production de fourrage en 
saison seche. 

Le creusage des sillons dans le sol a 6te 

rdalise sur sept hectares oi des croutes se sont 
formies sur les sols sabloneux dans la region 

en 1985.d'Abalak vers la fin de la saison seche 
Le volet a recrute des membres des GHP pour 
creuser les fosses de contbur qui par la suite 
ant permis d'attraper le sol et les semences 
emportes par le vent. Ces semences ant pausse 
au niveau de certains sites pendant la saison 
des pluies. 

' es dispositions concernant l'annee 1986 

comprennent la creation, sur deux sites de GNP, 
des plantations des ligneux fourrageres de 10 
hectares chacune. Le volet prevoit le 
recrutement des membres des GHP 
approvisionnes en denres alimentaires pour 
transplanter les plantes. Les plantations 
fourrageres comprendront des travaux de 
creusage afin de diriger de l'eau de pluie vers 
les plantes. Certaines cultures peuvent 
egalement Otre cultivees dans les sillons. 
Enfin, la fenaison en utilisant la traction 
mecanique et manuelle a ete prevu pour les 
ranchs d'Ibecatan et de Nord DaI(oro. 

Les activites liees au Systeme d Alerte ant 
regu la plus grande priorite au niveau du volet. 
Un total de 25 sites de verification su- le 
terrain de 0,5 par 2 km. chacun ant ete crees 
dans la zone du Projet. Ces sites ant ete 
enchantillones pour la biomasse et la 
refletance, une fois pendant l'hivernage de 19:34 
et trois fois pendant l'hivernage de 1985. Lors 
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Departments. While we should not 
over-estimate the technical potential of 
range 	management, some improvement, at 
least in dry season forage use, could be 
achieved if these techniques were to be 
extended over a large part of the pastoral 
zone. 	 Yet, no solution other than control of 
dry season range through waterpoint 
control has been suggested as even 
remotely feasible for such a large area and 
the component has to date failed to 
constructively evaluate this possibility. 

The delay in conducting the aerial 
surveys has seriously compromised the 
component's ability to distinguish 
geographic variation in livestock production 
systems and whatever opportunities that 
variation may create. The delay also led to 
the loss of valuable historical data on the 
environmental conditions and human and 
animal populations prior to and during the 
19:'4 drought. A continuous record from the 

I-32 flights under the Niger Range 
ar.d Livestock Project to the present would 
have provided an unequaled data base from 
which to assess the trends within and the 
pressures on pastoralism in the Project 
zone. 

This aerial survey information is 
expensive to collect at $100,000 to 200,000 
per overflight. Since it is not required for 
management, the Government of Niger is 
not likely to pay for it beyond the end of 
the Project. Its main utility is as an input 
into strategic planning and policy 
development for the pastoral zone. The 
time series data, when added to the 
biomass estimates of the Early Warning 
System, would allow a ministerial planning 
unit to finally answer on a factual basis 
such questions as: 

I. 	 Is the extent of denuded soils 
increasing or decreasing in the 
zone? 

2. 	 Do regions o" increasing 
degradation oc,. r uniformly across 
the zone or are the,/ related to 
other locational variables? 

rdsolu la question fondamentale du cont~le de 
l'accis a l'eau. La concentration des activitees 
du volet dans l'Arrondissement de 
Tchin-Tabaraden, une region de puisards obiil 
est impossible d'avoir un controle total de 
l'abreuvage et, de ce fait des parcours, peut 
avoir fait negliger au volet d'autres zones 
possibles d'intervention dans les departements 
de Maradi et Agadez. Nous ne devons pas 
surestimer le potentiel technique de la gestion 
des parcours, certes, mais quelques 
amliorations, au mons au niveau de 
l'utilisation du fourage en saison seche 
pouraient etre realisees si ces techniques 
pourvaient Otre etendues a une grande partie de 
la zone pastorale. Toutefois, aucune solution 
autre que le contr~le des parcours de saison 
seche par le biais du 
contole des points d'eau n'a 6t6 proposde comme 
realisable pour une si grande r~gion et le volet 
n'a, jusqu'a ce jour, pas pu de maniere 
constructive evaluer cette possibilit6. 

Le retard accuse au niveau de Ia rdalisation 
des vols de reconnaissance systematique a 
sdrieusement compromis la capacite du volet de 
distinguer la variation geographique des 
systemes de production de betail et toute 
possibilite que peut creer cette variation. Le 
retard 	a 6galement entraine la perte 
d'importantes donnees historiques concernant 
les conditions ecologiques et les populations 
humaines et animales avant et durant la 
sdcheresse 1984. Un enregistrement continu des 
vols 1981-1982 dans le cadre du PGPE a ce jour 
aurait 	fourni une base de donnees sans egale A 
partir de laquelle on pourrait evaluer les 
pressions sur le pastoralisme dans la zone du 
Projet. 

Les informations venant des vols de 
reconnaissance systematique sont onereuses A 
collecter: $100.000 A $200.000 par vol. Etant 
donnee que ce n'est pas necessaire pour la 
gestion, le Gouvernement du Niger ne paiera 
plus ces frais une fois le Projet termine. Le 
principale utilite est de servir d'intrant au 
niveau de l'elaboration d'une planification et 
d'une politique adequate pour la zone postorale. 
Les donnees chronologiques, ajoutees aux 
ectim&tions de la biomasse du Systeme d'Alerte 
Rapide, permettraient a une cellule 
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Be 	 How much rangeland is being last 
annually to expansions in 

cropping? 

4. 	 What are the sizes and 
compositions of the resident and 
t6e foreign livestock populations? 

5. 	 How closely do the herds and 

flowclselyad the hger s
flocks 	track the forage resources 

over a series of years? 

6. 	 How does herd condition change 
over time, over space and with 
respect to the forage resource and 
the stocking rate? 


7. 	 What, if any, trends exist over 

time and across space in species 

composition and herd size? 

8. 	 Do these trends correlate with 

well locations? 


9. 	 What isthe scale of patchiness in 
wet season forage production? 

10. 	 How closely does stocking rate 
correlate spatially with this 
patchiness?. 

What is the size of the Pastoral11. 
Unit required to minimize 
interannual variations in forage 
availability within the Unit? 

12. 	 When, from where and at what rate 
did herders leave the zone duringtheial 1984la 
the 1984 drought? 

13. 	 When and in what numbers did they 
return? 

How did resident and transhumant14. 

herd compositions change under 
drought conditions? 

15. 	 Do more or fewer cattle move out 

de planification ministerielle de rpondre avec 
precision ides questions telles que: 

I. La superficie des terres dinuddes 

augmente-elle ou diminue-t-elle dans 
la zone? 

2. Lee r6gions de degradation croissante 
se manifestent-elles uniformement A 
travers la zone du Projet ou sont-ellesie 	 datrsvibl ptils 

lies Ad'autres va:iables spatiales? 

3. 	 Guelle superficie de parcours 
perd-t-on chaque annee au profit de 
l'extension des cultures? 

4. 	 Quels sont les effectifs et composition 
des populations de betail residentes ou 
etrangeres?
 

5. Comment le betail suit-il de pres les 

ressources fourrageres pendant des 
anndes?
 

6. 	 Comment la condition du troupeau 
change-t-elle avec le temps, avec le 
taux de stockage ou de destockage? 

7. 	 Quelles tend ances existe-t-il avec le 
temps et l'espace au niveau de la 
composition des especes et de 
l'effectif du troupeau? 

8. 	 Ces tendances sont-elles en 
correlation avec les emplacements des 
puits? 

9. 	 Quelle est lampleur de la variation 
spatiale dans la production de fourragerodctoughturag
 

en saison de pluies? 

10. 	 Comment la charge est-elle en 

correlation spatiale etroite avec cette 
variation dans la production 
fourragero?
 

it. Quel est l'effectif de l'Uniti Pastorale 

nicessaire pcur minimiser ls 
variations inter-annuelles de laof the zone during the dry seasondionb'ttefuraeusind 

now as compared to pre-drought 
years? 


Accurate responses to these and other 
questions are critical if the Government of 

disponib,'ite te fourrage au sein de
 
l'unite
 

12. 	 Quand, a partir d'oCi et Aquel taux les 
dleveurs ont-ils quitte la zone pendant 
la sicheresse de 19:4? 
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essentially static human population with 

many herders being forced to find other 

means of supporting their families outside 

the livestock sector. An opportunistic 
livestock numbers track 

the available forage base 	more closely and 
forage orercstheravailaetoexloia 	 aenvironnement

herds migrate to exploit forage resources 

and to escape drought, has greater impacts 

on the natural resource base and on the 
stability of pastoral production, but it also 
permits a greater human population to 
inhabit the area for part or all of any given 
year. At some yet higher population 
density in the pastoral zone, any such 
opportunistic strategy will certainly break 
down, with many herders losing their 
livestock and the resource base suffering apermnentlos apacty.d~grO.of egeeratve 
permanent loss of regenerative capacity. 

At present, it is not clear if the pastoral 
zone has already passed into this situation 
of absolute quantity constraints and the
data and analyses required to answer this 

-question are not currently available 

though the complete implementation of the 

monitoring system would go a long wayressources 
toward providing them. It is clear, 
however, that many herders have lost their 
livestock and that the rangelands are being 

not to soil erosion, atlost increasirgly, if coppd aras.permetleas to xpasionof 

From a policy perspective, it is very 

difficult to specify what production
systemfill eopc ify h outuion thumaines 
systems will be optimal in the future in the 

essentiallyon the number of people the 

Nigerien society will require the systems 

to try to support. Furthermore, we would 
have to consider which people would be 
supported. A major problem for resident 
herders is that their dry pastures are 
heavily ex'ploited by herders arriving from 
Nigeria and southern Niger during the rainy 
season. Furthermore, during the droughts, 
the traditional refuge zones in the south 
are increasingly out of bounds to the 
northern herds, either because these lands 
are now under cultivation or because all 
available forage on them has already been 
grazed or harvested for sedentary 
livestock. 

sur la composition, la production des 

troupeaux, et les strategies d'utilisation des 

sals et sur la cohsion des families. Bien que la 

qualitd et la quantitO ne constituent pas des 
facteurs independants, il est difficile de 
determiner lequel de ces facteurs dans cet
 

fort variable, a une plus grande
 

influence sur le bien-Otre des 6leveurs. 

Une stratdgie conservatrice de stockage du 
btail, qui assurerait une quaht6et une 
quantit suffisante de fourrage Aun nombre 
lumitd d'units d'animau , permettrait 
certainement d'amoindrir les r~percussions des 
ann~es de s~cheresse telles oue 1984-1985 sur 
la composition et la production des troupeaux, 
et sur la d~gradation des sols jusqu'A un certain 

Une telle strt~gie n~cessiterait une 
population humaine beaucoup plus faible et 
essentiellement statique, dont plusieurs 
6leveurs seront forcds de trouver d'autres 
moyens de supporter leurs familles en dehors du 
secteur de l'dlevage. Une 	strtdgie plus pouss~e
permettant aux nombres de t Jtes de betail de 

o bas defore d poil euire de p 
Suivre de pros la base de fourrage disponible et 
aux 6leveurs de se deplacer pour ex:ploiter les 

fourragres et chapper Ala 
s~cheresse a un impact plus considerable sur la 
base des ressources naturelles et sur la 
stabilit4 de Ia production 	pastorale, mats elle 

tion hmaieluspt ea poun
egalement Aune population humaine plus, 

importante d'habiter cette r~gion pendant une 

partie ou la totalitd de toute annie donn~e. 

Apr~s une plus grande densit6 des populations 
dans la -one pastorale, une telle 

strat~gie ne tiendra plus assur~ment et la base 

des ressources souffrira d'une perte permenante 

de sa capacit6 de regenration. 

Actuellement, il n'est pas 6vident que la zone 
pastorale ait dejh atteint cette situation de 
contraintes quantitatives absoluas et les 
donnes et analyses ncessaires pour rpondre 

Acette question ne sont pas encore disponibles; 
toutefois la r~alisation complete du syst~me de 
suivi permettrait dans une grande mesure de les 
fournir. Toutefois, il est 6vident que de 
nombreux Oleveurs ont perdu leurs troupeaux et 
que les parcours se perdent Aun rythme accru dO 
Al'4rosion des sols, et en faveur des terres 
cultiv~es. 

D'un point de vue politiqc.?, il est tr~s 

difficile de specifier les syst~mes de production 
qui seront les meilleurs Al'avenir pour la zone 

pastorale, 6tant donn~e que la question tourne 

essentiellement autour du nombre de personnes 
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On the one hand, this isan ecological que la sociktO nig~rienne demandera auxproblem of a shrinkino resource base systlmes d'essayer de supporter. Par ailleurs, 

supporting an ever-increasina human ilnous faudra examiner les cateories de 
population. On the other, it is adistributional probnem wherein the 

personnes Asupporter. L'un des probl mes 
fondamentaux auxquels sont confront~s les 

resources required by residents during the 6leveurs rdsidents est que leurs pAtures des 
dry season to stabilize their production saisons s~ches sont s~rieusement exploit6esdry season to osmbi livestock foreign par les eleveurs qui viennent du Nigeria et duto the pastoral zone and without any 
 sud du Niger pendant la saison des pluies.
 
compensation to the residents for their 
 D'autre part, pendant la secheresse, les zones
 
loss. W'hen such a system collapses during traditionnelles de refuge du sud sont de plus en
 
a drought, the impoverished residents are plus hors de portee aux troupeaux du ra suit
 
perceived as a national burden and an parce que les terres sont maintenant sous
embarassrent, even while the conditions culture soit parce que tout le fourrage qui y est
 
that led to their destitution continue 
 a dejA a brot ou recolt. pour les .leveurs 
unrectified. In this licht, range sdentaires. 
improvements are expensive technical 
interventions, man,, of the results of which D'une part, il s'agit d'un problme cologique

- ;rom the viewooint of the resident d'une base de ressources qui diminue en
 
herders - could be achieved more simply by supportant une population humaine toujours

ex cludinn7 foreign livestock from the southfro hirftorgnlzoe croissante. D'autre part, il s'agit d'un problmethesde distribution oU les ressources dont ontbesoin les 6leveurs durant la saison seche pour 

This component to date has ocussed on stabiliser leurs syteme de oroduction, sont
 
the sedentarized herders who lost or sold 
 consommdes par des trouoeaux trangers A la
 
most of their livestock during the zone 
pastorale et sans compensation aucune aux 
193a-i985 drought. Their attachment to r6sidents pour leur perte. Quand un tel 
oarticular sites facilitates conception and syst~me ne r~ussit Pendant une periode de 
extension of rance imorovement techniques s6cheresse, les residents apprauvris sont 
and, furthermoreo, coincides '.vith consid~r~s comme un fardeau national et unGovernment of rier's desires to settle embarras mrme si les conditions qui ontherders at off-season gardening sites. On ccntribu6 A leur destitution persistent. A cet 
the other hand, the loss of their herds and igard, les ameliorations de parcours sont destheir current dependence on cropping makes interventions techniques onereuses0 dont la range improvements peripheral and possibly plutpart des r.sultats, selon les .ieveurs 
antagonistic to their current survival rsidents, pourraient 0re atteints arAce A 
strategy. During interviews with Herder l'exclusion des troupeaux traners du sud deAssociation leaders, it became clear that leur zone pastorale. 
members would plant trees if they were tobe pid or doino so in cash or consumpticn Ce volet a, Ace jour, mnisl'a-.cent sur des
bpod. -was much less clear that dointo 6leveurs s~dentarises qui ont )e-du ou vendu lagoods. It wa uh escer"a on oplupart de leur b~tail durant la s~cheressein the absence of any remuneration would 19up d all durantl d s ies18t e ur 

even be ratioial since these oarticioants 1984-9i5. Leur attachement A des sites are certain!" -henot n)ost successful particuliers dacilite la conceotion et la
herders -nd their central role in the Fject vularisation des techniques d'amiioration des
activities indicates a ,elfare asoect inrc-= inct es t : 

parcours et, coincide .aaiement avec le ddsir duetededPrcl:.c+ ex ecution. Technicues extended t: Gouvernement du Niger de fixer les .leveurs sur
 
them ,rill not libel,/ involve a large fre.ction les sites de culture de contre-saison. D'autre 
of the livestock usino the Project zone since part, la perte de leurs trouoeaux et leur 
livestc:-_ ocoulations currently in the :one doendance actuelle de l'agricuiture rendent les 
- o4 which some subset can be attributed to ameliorations de parcours periohriques et siherders congregating on the gardening sites 
 possible antagonistes I leur strat.gie actuelle
 

are only 27 percent ode
duringwSeptehbe survie. Lors des interviews avec leswere responsables des GMP il6tait 6vident que lesmembres planteraient des arbres s'ils devaient 
Otre payes pour le faire, soit en espces soit en 
biens de consommation. I1stait moins 
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Mdvidnet que faire cela en l'absence de toute 
More successful herders who habitually 

return to particular dry season wells could 
also benefit from the proposed range 
improvements. However, their mobility 
during the rainy season makes it difficult 
to commit labor to those range 
improvements during that season. In a 

duimrovhtforagerequirements thardrought, forage requirements of their 

larger herds would be more difficult to 
meet from a small range improvement site. 
Aspopulations
Asrlong as thmolt ipeciveadbsthe 
herders as the most effective and still
attainable drought strategy, the utility ofsiedeclueecot-aine 

range improvements will be diminished. 

Nevertheless, strategies of the more 
successful herders in the future may well 
include a closer association with given 
locations. First, at least for the poorer 
herders, cropping may become a permanent 
part of their overall economic strategy. 

Historically, reversion to agriculture 
permitted the accumulation of a surplus 
which was subsequently reinvested in 
livestock. When they had amassed 
sufficient livestock, these temporary 
farmers abandoned their cropping activities 
and returned to full-time herding. 
However, given the p:)or quality and low 
productive potential of currently available 
agricultural sites, destitute herders may 

never he able to return completely to 
pastoralism as a way of life. Second, as 
thie dry season forage base continues to 
shrink due to the ex:pansion of cropping, the 
marginal value of the remaining dry seasonpastresinceasegratl. Cotro ofavec 
thoseresdryseasongpasturesConwllb oe 
increasiny emotnt pastol lato suincreasingly important to pastoral survival 

and might be sufficient in itself to make 
attribution of exclusive use rights 
politically attractive and necessary. 

Recent experience in the Sahel has shown 
that sedentariation, in the absence of any 
control of surrounding lands, invariably 
leads to resource degradation. Thus the 
current trend offers opportunities for 
range improvement and the integration of 
the present population in the pastoral zone,
but also has great potential for negative 

envionm;ntalimpats.ddsherit~s
environmental impacts. 
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rdmuneration serait rationnel etant donnee que 
ces participants ne sont certainement pas les 
Oleveurs ayant connu le plus de succes et que 
leur role central dans les activites du Projet 
indique un aspect d'"assist~s" au niveau de
l'executian du Pro jet. Les techniques
Vxcto uPoe.Lstcnqe 
vulgarisdes jusqu'A leur niveau ne concerneront psasrmn n rnepti ubti u 

pas assurement une grande partie du betail qui 

utilise la zone du Projet tant donnse que les 
de b6tail actuellement dans la zone 

dont certains sous-groupes peuvent etre 
attribuds aux eleveurs qui se regroupent sur les 

reprsentent que 23 pour cent de leur effec 
deprsetebre 923.orcn e erefc 
de septembre 182. 

Les eleveurs ayant plus de succes qui 
d'habitude retournent a des puits specifiques de 
saison seche pourraient egalement beneficier 
des ameliorations de parcours proposees. 
Toutefois, leur mobilite pendant la saison des 

pluies fait qu'il est plus difficile d'asigner une 

main d'oeuvre Aces ameliorations de parcaurs 
pendant cette saison. En periode oe secheresse, 
les besoins-en fourrage de leurs troupeaux qui 
sont plus importants seraient plus iificiles A 
satisfaire Apartir dun petit site d'amelioration 
de parcours. Tant que ces eleveurs estiment 
que la mobilite est la plus efficiace et 
realisable stategie de lutte contre !a 
secheresse, l'utilite de l'amelioratian des 
pc ursse r pr dp ora e n d e 

parcours sera proportionnellement diminude. 

Ndanmoins, les statdgies des Oleveurs qui, a
 
l'avenir, connaitront le plus de succes peuvent
 
bien comprendre une plus 6troite association
 

des localites donnees. Tout d'abord au 
moains pour les vrais eleveurs, l'agriculture peut 
devenir une partie permanente de l'ensemble del u t ad i c n mq e 

Sur le plan historique, le retour A 
l'agriculture a permis l'accumulation d'un 

excddent qui etait par la suite reinvesti dans 
l'dlevage. Quand ils avaient eu suffisamment de 
betail, ces paysans temporaires ont abandonne 
leurs activites culturales pour retourner a 
l'dlevage Aplein-temps. Cependant, etant 
donnee la mauvaise qualite et le faible potentiel 
productif des sites agricoles actuellement 
disponibles, il est possible que les eleveurs 
dsei~ epurn aasrtunra 

ne pourront jamais retourner au 
pastoralisme comme mode de vie. 

Deuxiemement, au fur et a mesure que la base 
fourragere de saison seche continue &se 
d~tdriorer Acause de l'expansion des terres 
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90 days annually for twelve years, 
commencing four years after tree 
planting. 

2. 	 A doubling of milk production 
resulted in a net production 
increase of 26 liters per cow per 
month during the three months of 
plantation use, while conservinc 
the same ration allowed for the 
calf. 

3. 	 The plantation is used twice 
during its useful life to save 45 
cows that woulC otherwise hnave 
been sold during drouoht years. 

4. 	 A market value of the milk 
produced is 60 FCFA per liter ­
i.e. the real cost per liter of ti e 
available substitute. 

5. 	 The investment costs per tree are 
I 0 FCFA for the tree at the 
nursery, 130 FCFA for Qlantat:cn 
site preparation and planting, arc 
500 FCFA for fen:ing - a total cf 
740 FCFA per tree planted and 
protected. 

6. 	 A 40 percent sur.,ival rate of the 
500 trees planted per nectare. 

Under these assumptions, if the Project 
pays for the site precaration ano ola-ntng, 
the internal rate of retrn is 7.-5 percent. 
If it does not oa/ Out rather relies on 
uncompersated labor, the internal rate of 
return 	rises to 9.72 percent. Jhile trese 
rates are at least positive, it mus: oe 

noted that they are well below what i= 
normally taken to be the minimum f:cure 
attached to the opportunit, cost ci : o.ual 
in Niger of about 1 percent. It is a!so 
important to note that the initial 
investment necessary for a ten rectare 
plantation ranges from $762.50 to a5. 
per hectare, which raises the major 
question of where initial investment capital 
is to come from if this intervention ,s Tc be 
self-sustaining after the end of the current 
Project. 

n4cessitent un important apport en
 
main-d'oeuvre pour empecher, nuit et jour, ses
 
propres animaux et ceux des autres de ne pas
 
detruire les plantations. Le volet n'a pas
 
encore traite La question czncernant
 
l'institutinalisat:n de cette intervention
 
4tant donnee que leE deu: ans et demi que
 
durera le Projet sont evidemment insuffisants
 
pour une activite dont la dur-e naturelle doit
 
couvrir 5 a 10 ans.
 

En avaluant la oossiblite, nous avons 
effectue une analy.'se financitre rudimentaire de 
lintervention, avec les couts et avantages 
soulignis par le personnel du volet. L'analse a 
ete base4e sur les hvootheses ci-apres: 

1. 	 La plantation de !0 hectares devait 
Otre utilisee par i0 vaches allaitantes 
pendant 90 Jours/an pendant 12 ans, et 
ca, 4 ans apres la plantation des 
arbres.
 

2. 	 La production laitiere a double, 
entrainant une croissance de 26 
litres/vache.'mois au niveau de la 
production nette au cours des trois 
mois d'utilisation des plantations, tout 
en conservant ia meme ration autorisee 
pour les veau::. 

3. 	 La plantat,{on est e::ploitee deux f4os 
pendant la perioce utile de son 
existence pour sauver 45 vaches oui 
auraient ete vendues pendant la 
sacneresse. 

4. 	 La valeur au marcre du lit produit 
s'eleve _ 60 FCF-/lire, cvest-a-dire 
le cooit reel oar litre ,du substitut 
disponible. 

S. 	 Les coots d'investissement relatifs a 
chaque arbre s'elevent a 110 FCFA 
pour la plante a la pepiniere, 130 FCFA 
pour la preparation du site at la 
plantation, et 500 FCFA pour la 
cloture, produisant un total oe 740 
FCFA/arore plants at protege. 

6. 	 Un taux de survie de 40% pour les 500 
artrss plantes par hec'.re. 

Dans le cadre de ces hypotheses, si !e Projet 
prend en charge les couts relatifs a Ia 
preparation des sites et a la plantation des 
arbres, l tau de rentabilit4 interne s'elve a 
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In summary, the browse plantations 

appear to be technically feasible and have 

moderate but uncertain positive rates of 

return. However, they appear feasible for 

only a small portion of the pastral 

population and an even smaller proportion 

of the livestock. More generalized 

improvements in livestock production on 

rangelands cannot be achieved without the 
rights to herdersattribution of land use 

over large parts of the pastoral zone. 

Even with the attribution of land use 

riohts to herders, the real improvements 

possible in overall animal production are 

likely to be of a low orcer of racnitude. 

Any large increase in animal production - or 

possibly e' ?n the mere staoilizatizn of 

prcouction at levels e:isting prior to the 

recent droughts - can onl' be achieved by 

extensive range rehabilitation programs, 

couple.d with a substantial reduction in the 

human population living off the natural 

resources of the oastoral Zone, Such 

prcgrarrs would be e-;tremely difficult for 

the ,]overment of Nicer to =ustain 

politically. Furthermore, their financial-
-ind pertaans even their economic 

feasLbi'ity is very suspect at present given 
the real value of the offta'es from the 

pastoral cone. 

also has numerous technicalHay:ak'ing 
and' economic problems. For herders wno 
move during the rainy season, ,ha,,making 

near their dry season well site woulc 

recuire splitting the hcuseId with somederrierEs 

members following the animals and others 

- -air behind to harvest the hay. 

?:tcCting the stored ha, until the herd 

returns to the well ,,,oull also require 

prolonged separat.on. For former herders 

concentrated at the off-season cardening
sites, ha-,,akinr woud comze r 

Curing the rainy season lust as would tree 
plantin. Moreover, unless is 


Used, lo" forace stand censities and t 

considerable labor input required to cut, 

rake, transoort and stac( hav renders the 

cost per unit of energy or nitrogen stored 

on the same order as that oi supplemental 

feeds trucked into the zone. Therefore, 

7,J4 pour cent. Sile Froet pr@f re plutot 

utiliser une main-c'oeuvre ncn-remuneree, le 

taux de rentabilite interne s'eleve a 9,72 :our 

cent. Bien que ces tau:: eoient au moins
 
s:.t
positifs, ilconvient Ce souligner ouils 

largement inferieurs au chi~fre rrinir,um 

normalement considere pour determiner le cout 

d'opportunitO oes capitau:' au f.-:er ip:,ur 

cent environ). 1 iaut kgalement noter OLs 

l'investissement initial necessaire pour une 

,61,50 e­olantation ie 10 hectares varie entre 


$92f,00/hectare, suscitant ainsi la princicaie
 

question conernant la crovenance du :ap:-a!
 

initial d'investissement si l'interven.icr- cit 

Frojet en ::urs.etre auto-suffisante ! la fin cu 

Bref, les plantations d'arbres serblent et.e
 

techniquement realisables et entraret
 

tau: de rendement positifs muoeres mals
 

incertairs. Toutefois, elles re semolert
 
.-i-;
realisables que oour une fraction !irri'ee 

population pastorale et meme our ur - ­

plus limitee Cu retail. Une ameiiraticr :.ins 

generahisee de la production ceetail -urieau 

des paturaces re peut pas etre re.lises = 

l'attribution des oroits a'e; ploitat:c- Jes 

c 'aterres au:: cleveurs dans la ma:sure ;:aztie 

zone pastcrale. 

d'e:ploitation des terres au;: 6le'eurs, es 

ameliorations realisa,!es dans l'ensemble de Ia 
.ne
production arnmale r:squenT d'etrr d 

ampleur mitee. Touts importalte :rcissancc 
en production animale (ou la simple stail:sation 

des niveau:' ce production e;:istants a ;ant '.s 

EechrEssesl ne put etrE e 

qu'A partir des procrammes a grands .'*mens2c.n 

concernant la rhabilitatizn des patur _-e 

associce a une reduction consioera.s .ces 

populations humaines qui cianent Ls-r v:E i 

partir des ressources naturelles CE Ia:are 

pastorale. Ces programmes sersiert extrement 
dificiles a soutenir politiquement ci-

Gouvernement ou Nicer. En outre, ls r 
fahiner., eczrorrique)ialsabilite financierE (et zeut-etre 

ec is 

valeur reelle des acou!emerts de Ia z:ore 

pastcrale. 

s'avere actuellement douteuse star .-

La fenaison entraine agalement de ncmbreui 
problemes techniques et economicues. rcur.s 
eleveurs qui ce deplacent pendant .. sas:r des 

pluies, la fenaison a pro::imite de ler site de 
puits de saison seche necessitera la oivision, te 
la famille, certains memores sLivant les 
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mare h-lely to flourish ­haymaking is much 


if at all - as a limited enterorise, p-obauly 


using machinery, arounde markets wThere 


high prices are paid for dry season stocks 

of high quality agricultural residues. 


N.o 	aerial survey or reflectance data 
" 'E4 seasonwere gathered during the 	 I rain-

because of the lack of a contractual 

aoreement coverino- - SuCn 	 activities between 
ILCA and Tufts Universit,,. 5ucr data *.-ere 

aatnerea in 19,5 only tecaus-e ILCA 

proceeded on the verbal assurance of the
 

ent :n thetransoorter,Ministerniteofo Rural Ele in the ,' Rral [,eve-locime-nz 

covertrg activities in I: and 19:35 cy 

ILCA was finally sioned in October 19-,5. 

The contract sum authcri:ed we based on 

hich in factestimates submitted by ILCA 

prcent of the actual
covered only about 5) 

costs of performing the aerial surve,/ and 

processing the satellite data. The 
differerce was attributable almost entirely 
to an underestimate of te costs of the 
aerial surve,, work. 

According to ILCA pernnel, this 
component should be aCle to predict 

biormassfrom satellite reflectanze data by 

theend of the Project, pro,,ided th 

contracTs for furth'ir ..or( ara acoroved in a 

timely fashion and the component continues 
They believeto provide ground trutn data. 

that the intermediate le,.el of reflectance 
data obtained from the aerial overflights 
,,,ill rot .e required ac art of the forage 

estimation procedure. 11C estmates ha19ed5. 
yet been advanced as tc the fina! annual 
cos o ' such a biomras s mon torin g _,,_zt m. 

An agricultural crop assessment 

proaram, financed by AID is currently using 

the same satellite data and the same 
on 

general orocdure to orovide estimates 

crop production throughout Sahelian 'leste 

Arica. This program has recently 
attempted to predict ,ceetatie biomass in 
the past:ral zone and could provide a 

regional alternative to further contracts 
with ILCA. 

animaux tandi= que d'autre restent derrire
 

pour recolter le foin. La protection au foin
 

emmagasirE jusau'iu retour des trcupeaux a 

l'endroit ou puits necsssiteraitConcernantecalerentles arciersuneseparation orologee. es desepar croipe. autours d 
aleveurs rE.,roapes_ authors= cls sites de 
cultures de ccnr.re-saison, l fenaison, comae Ii 

a co roltu tio - e a 

les culture- arbr;i-eau d E c nd u re 

qua saison Ges c~uies. 	 lespsnomoarts nt ia .-orn 'tilisa un,s,'stParmesailleurs,macani se& 

ie 

consi.eraoi= r.c:essc=ire ocur recolter, rateler,
 
faibles cea:sefourrage et la main-d'oeuvre 

at entasser le ;oin rendent le ori;. 
unitaire ce lenergie ou de l'a:otE stoc-ee au 
meme nie-u cue le o'_,raes s-plementaires 

importes jns !a -.:zn. En consequence, ia 

fenaisor a Ia ::seiblite raussir en tent 

qu'entreprie :imitae, ronblerent en utilisant 

un 5 5t~m e e J:: enirors des marofles 

E 0 en saisorc6 da i: sot zratioues 
seche Dcr isto.:Is de residus agricoles de
 
seche ere aes
 

Aucun de reconnaissance systmatique na 
dte et:.uae at a,,cire donnee de refletarce n'a 

et cb;e..,c csnoant la sais-n des olus.es 19.34 
accor contractuel 

acocuenn c-o ,ac rorientr le 
,Cen'et ou'en 9r5 ueCces connessUnversit. 

oteantte cr lleote s :arce qua le C EA aprced4 

A la ccliecte e.r 1s base d'unE carentie verbale 
du Ilinistre du E eoop ement ,,ural er. 

:. r c .m n R nra 	 r el'ab sence uV absence CI'unnr,O a--t sligne. Un contra'.par le 
CIFEA c ae acti'.itee realisees en 
19:4 et I ,!'. a zte finaiemer~t signe en octobre 
19:*e.Le a Ct totaiautorie in en .cadre 

L E- ttal suries estic cadredu contratia eta case sur les estimations 
- * nsoumise :, r ic -'r.. oui ne couvraient que 50 

our cen u_ t l s 
pour -e.rr J Es coots reels 	relatifs a la 

r6a1eat; Zr .c trtcd ene caa ce2 

sttli at au traitement es oiunees par 

L - atait prescuesatellite.entiererrent aztrliouat1e a&une sous-estimation 

couts -;. ft aux vols dE reconnaissance 

syste 7 atiqJe. 

Sebon Ic rsonnel du CIPEA cc valet au 

terme u Fr:.r dea pouvoir preir a 

biomasse a s, tir des donnees de reflet:,,e oar 
satellite oo,-, cue les contrats relatiis* 

d'autrss t-_ ,tu scient aoprou'.,es en temps 

oppo-t-.n Et :=e le ,,clet corr auefcrnir ies 
dznnees ction sur le terrain. 11 estime 

que le n.io'eau .Tc"en des donnees de refletince 

cbtenuea a parTir des survols aeriens ne sEra 
pas nacessaire cime i,aint partle de la 
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The timely implementation of a 

Government of Niger drought strategy is 

the stated objective of the Project's Early 

Warning System. The component personnel 
further suggested that tnis information 
would also be of use to herders in planning 
their sales and movements of livestock. 
While this system seems likely to provide 
an estimate of peak standing biomass by 
earlier in the dry season, neither this 
component nor any other component of the 
Project has created a successful drought 
strategy to implement. This problem was 
previously noted in the Project's program 
audit report. 

In the event of a severe drought, the 

only effective strategy vis-a-vis the 

existing livestock is to sell off orPrjtdSstm 

o th stokmot ad lavetheProslauhteslaughter most of the stock and leave the 

pastoral zone with a core reproductive herd
ifn e-amiatinpssile. oftheinformations 


if possible. An examination of the 

livestock marketing data gathered during 

the 1984 rainy season showed large sales 
of small ruminants in August 19::;4 - related 
both to drought conditions and the Moslem 
feast day of Tabaski - and a relatively 
large volume of cattle sold in December 
1934. By March 198.5, livestock sales were 
clearly larger than in previous years but 
from April to July 1985 sales of animals 
were considerably lower than in previous 
years. 

These sales figures tend to confirm that 
herders implemented their drought sales 
strategy early in the dry season after 
drought conditions had set in and they had 
run out of forage opportunities, even 
without an Early Warning System. If more 
data were available on human livestock( 

populations in the zone as the 1984-1985 
dry season proceeded, one would be able to 
fix with more precisi n the exact time at 

sfiwihh rere began e g te ata
which herders began leaving the pastoral 

zone and their routes of ex.it. As it is, the 
often cited lack of herdersofte cied ld( oneentre 
during mid- and late 19'::14 

fheder ininthehe zone 
bolsters thedurig md- ndolserstheconsiderablementate %4 

notion that herders implemented their 

drought strategy relatively early and in the 

absence of any Early Warning System. 

It is hard to imagine, therefore, just 

what the Government of Niger could have 

procedure pour evaluer le fourrage. Aucune 

estimation n'a 6td soumise quant au cot annuel 

ce systeme de contle de la biomasse.de 

Un programme d'dvaluaticn des cultures 
finance par l'AID procede actuellement a 
l'utilisation des memes donnees par satellite et 
de la meme procedure generale afin de fournir 
des pr6visions relatives a la production agricole 
dans l'ensemble de l'Afrique Occidentale 
Sahilienne. Le programme a recemment essay6 
de donner une prevision concernant la biomasse 
vegetale de la zone pastorale et pourrait 
permettre une option regionale a d'autres 
contrats avec le CIPEA. 

La: mise en oeuvre en temps opportun d'une
 
strategie du Gouvernement du Niger concernant
 
la secheresse constitue le principal objectif du 

dAlteRpe.L
jet de SystOme d'Alerte Rapide. Le 

personnel du volet a egalement estime que ces
 
aet utles au;: eleveu e ce
ier ton s 

seraient utiles aux eleveurs en ce 
qui concerne la planification de leurs ventes et 
le mouvement du betail. Bien que ce systeme 
semble avoir la possibilite de fournir une 
prevision concernant le niveau le plus elev6 de 
la biomasse avant le debut de la saison seche, ni 
ce volet ni tout autre valet du Projet n'a etabli 
une strtegic efficace a executer concernant la 
sdcheresse. Ce problme a 6t6 precdemment 
mcntionne dans le rapport d'audit du Projet. 

En cas d'une grave secheresse, ia seule 
strategie efficace vis-a-vis du betail existant 
consiste a vendre ou abattre la majorite des 
animaux et a laisser la zone pastorale avec un 
troupeau de reproduction de base si possible. 
L'examen des donnees sur la commercialisation 
du betail collectees lors de la saison des pluies 
en 19:4 a indique d'importantes ventes des 
petits ruminants en aout 1984 (liees aux 

conditions de la secheresse et a la fete de 
Tabaski) et une quantit6 de betail relativement 
importante mise en vente en decembre 19'34. 

Avant le mois de mars 19:'5, les ventes de betailetaient nettement supereures a celles des 

annees precedentes, mais les ventes effectueesavril et juillet 1985 etaient 
nravietMl 18Oaet

inferieures a celles des 
c n s r eceent e. 

arindes precedentes. 

Ces chiffres concernant les ventes tendent 

leveurs ant effectueleurconfirmer que les 
strategie de vente en periode de secheresse au 
debut de la saison sche apres lannonce des 

conditions de secheresse et apres avoir epuise 
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done to have facilited the herders' drought 
strategy beyond removing all barriers to 
herd movements to the south. Even if the 
Early Warning System had been in place to 
alert the herders to the presence of a 
generalized drought and to the location of 
relatively better covered areas in the 
south, it might have led to lower sales and 
a greater migration of people and livestock 
toward those relatively privileged zones 
thereby increasing the risk of overgrazing 
as the herders pursued a vain hope of 
saving their herds. This being the case, we 
view the best hope for t ie pastoral biomass 
monitoring system as lying in a permanent 
information gathering system which would 
permit the Government of Niger to estimate 
forage availabilities in all years - not just 
droughts - and to progressively disabuse 
herders of the fallacious notion that forage 
will always be available somewhere else in 
the event they encounter drought conditions 
in their particular area. 

If the utility of the biomass monitoring 
system as an Early Warning System appears 
doubtful, we fully support and encourage 
the continuation and expansion of a more 
generalized pastoral zone monitoring 
system. This monitoring system once 
established could provide government 
planners with much more accurate data on 
actual resources and movements in the 
pastoral zone than they have ever had 
before. And, it would finally provide the 
basis for a pastoral zone development 
strategy and operational plan based upon 
more than hearsay information. 

leurs ressources fourragires et surtout sans un 
Systeme d'Alerte Rapide. Si d'autres donndes 
existaient sur les populations humaines et 
animales de la zone, au fur et &mesure que la 
saison sOche 1984-1985 avangait, on aurait pu 
fixer avec plus de precision la periode e:,acte 
quand les eleveurs avaient commence a deserter 
la zone pastorale et leurs votes de sortie. 
Toutefois, l'absence d'Oleveurs dans la zone 
vers Ia mi et la fin de l'annee 1984, telle que 
mentionnee par le Pro jet, confirme que les 
Oleveurs avaient effectud leur strategie de 
sicheresse relativement tot et sans aucun 
Systeme d'Alerte Rapide. 

Par consequent, il est difficle de supposer ce 
qu'en principe le Gouvernement du Niger aurait 
pu faire pour faciliter la strategie en cas de 
s~cheresse adoptee par les eleveurs en dehors 
de la suppression de toutes les barri.res au 
mouvement des troupeaux vers le sud. Heme s'il 
existait un Systeme d'Alerte Rapide pour 
pr~venir les Oleveurs concernant la prevalence 
d'une sdcheresse gendralisee et identifier ,es 
zones vers le sud relativement mieux couvertes, 
cela aurait pu permettre de reduire les ventes 
et de diriger un plus grand nombre de 
populations et de betail vers des zones 
relativement avantageuses, intensifiant ainsi Ic 
risque de sur-exploitation des paturages etant 
donn~e que les eleveurs esperaient vainement 
sauver leurs troupeaux. Dans cette perspective, 
nous estimons que le meilleur espoir du systeme 
de contdle de la biomasse pastorale reside cans 
un systeme permanent de collecte des donnees 
qui permettrait au Gouvernement au Niger de 
pr~voir les disponibilit~s fourraoeres de toutes 
les annees (non seulement pour les annees de 

sicheresse) et d'enlever progressive ment chez 
les Oleveurs la notion fallacieuse selon laqueile 
du fourrage set &+oujours disponible quelque 
part en cas de probleme de secheresse au niveau 
de leur region d'origine. 

Si l'utilite du syst~me de controle de la 
biomasse en tant que Systeme d'Alerte Papice 
s'avere douteuse, nous soutenons oleinernent et 
nous encourageons la poursuite et la 
propagation d'un systeme de controle de !a zone 
pastorale plus g~neralis. Ce systene ce 
controle une fois Otabli, permettrait 0e fournir 
aux planificateurs du Gouvernement des connees 
plus precises sur les ressources reelles et les 
mouvements dans la zone pastorale par rapport 
au passe. En outre, il fournira la base d'une 
stratOegie de developpement de la zone pastorale 
et d'un plan fonctionnel non base sur des 
informations peu fiables. 
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"1,
'-
Scl......,,are t,.e recommenoat::ne 

oresentec t.L, team fortne evaluation 
ccnsidemalon t-!,thz parties to lne Project 
Acree rent. 

A The comlete lack of progress on 
water policy and resource 
inventony has seriously reduced 
the component's potential 
cortribution 'o improved range 
rnance-,ert over large parts of 
the zone. For the remainder of the 
Prc ect, o-,e oerso7' from the 
P :_je:7 - :uLj -z-, necesar"Iv +rorc-is, ::.-mp:ner,c - s-=',t Os 

des::'natesrE :S:e-zse 
wacE--reaEtc. :sS:Je. Trl-s person 
wcuIZ, be c,&rced wi-r ::rtactn 
all agen:ies involved in wcll 
construction and improvement in 
the pastoral zone, inclucino 
spec,.fic:lly OFEDES and Lutheran 
World Relief, t'.oaSSESS the 
technologies currently 'ailace 
fc- well improvement. Or. -he 
ta_._ cf i assessmentc, the 
Proje:t shoul: oevcloO, not later 

th .arc.h16,a corprerissive 
plan for -he extenc:on of these 
technolc ies to hercers that 
reoueEt hel. in ir:rovino e.isting 

';Ells. Such a plan could incluce 
the Froje:t's sconsorin- a trainino 
progran for local well olgcers in 
use of the new tecnniques, the 
provision of credits tC well 
ciggers as indivicuals or Herder 
Assoziations cc ~cupc for 
purchase of rz.retc molds and/or 
oter eouipment, and -.he provision 
of credit to herder orc os for the 
ourchase cf improved wells under 
ccntractual arrancements with 
well diggers. 

2. 	 Co,.ponen personne! should 
collaborate with the Project 

_o,atriate socil.cist on an 
assessment cf the decree to which 
wate?- well owncrship creates de 
facto use ri:t,',s on surroundino 
rancslEnds. This assessment 
srou!: use the ex:istina water 

e".C ME Z 

Les reccmmanoatic-s ci-apres sont formuiees 
par l'eouipe o'evaluaticn pz- e>arern par lee 
parties Al'Acco-C du Frojet: 

i. Le rnanoie :ta" de procras ad n-veaL;
de l'inventaire concernant les 
ressources et la poltioue en eau ont 
serieusement limit6 la contribution 
Oventuelle du volet C une meilleure 
aestion des p~turaoes cans une orande 
partie de la zone. Pour iereste ou 
Projet, une personne cu Frojct (Pr,:j 
oas ne:essa:rersrt cE :e voletT oevraii 
etre css::rnes c - es::-eZ:.e cou.est:or's -e~a-.ves" -a e... C.elts 

per!ionne se-,ai 
tOUs '.esa:e-zoes la..-.. 

consr.:lor. el a i'a rmliOra--, ces 

puits e Ia zone paEt:raIs, y cutmcIs 
notamment l'OFEDES et le Lut, eran 
World Feiie afin c'estime- !E= 
technioce actue:iensct c:sponlies 
concernant l'amelic~ation ces plts. 
sur la nase tc ceTte investica-ic-, le 
Projt oevrait Ciatore' ava-i rnars, 
19E6 un clan Venss=rr.e :.-ta't sir la 
vularisario-. de ccs tecsncioc:es C' 
direct:on des eleveurs ou. ceandent 
de i'assistance pou- ameilc-e- ies 
puts eis.ar.-t . Ce olan pourrait 
compenzre le inancemerit pa" Ie 
Projet d'un or:: -amre de fc-naticn des 
puisatiers tra:ition-els en ap=.:ication 
de nouvelles tecnnicu,_es, la fcurr:ture 
de credit au,' puacstits a t'tre 
indiviouei oj au:: GXF e7 tant cue 
aroupes pur t'achat cis moules a 
beton ou autres oui".c-ents, et la 
fourniture oe credit a'.: oroa=,ements 
d'6leveurs mou.r l'ac" .es puits 
amrliones et cela da-s ic cadre des 
dispositions contractuelies avec les 
puitsat.ers. 

c c7,a-. cc :'..: er 

2. 	 Le personnel du volet evrait 
collaborE- ave: le s:.cio:uloe e,::atrie 
du Frojet afir de Clterrrner, dans 
quells mesure !;--Cprl~te GES puItS 
cre les drcits cec-eIc r t c atacl:td',..hia,.oncc.... o, 
des paturaces environ-ant ccs putt. 
Cette evaluaticn oevrart se servi- des 
donnees cis::n:bles sr P'etuce des 
points c'eau aPin d'eTablir une carte de 

la zone du Frojet par categories, avec 
les difierets denres ce ccntle 
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point data surve;y to map the possible. La prooriete des puits 
Project zone in categories with environnants devrait etre aralysee 
differing degrees of potential afin de determiner le niveau de la 
control. Ownership of adjacent collaboration Aesperer du cote des 
wells should be analzed to assess propri.taires des puits. Au oesoin, il 
the degree of collaboration to be faudrait realiser des etudes sur des 
exptocted between wiell owners. If zones seldctionnees pendant la saison 
necessary, surveys of selected seche en vue de determiner le degrd 
areas should be conducted during reel de controle de ces paturages. La 
the dry seasons to assess the vente des puits dans les zones oO l'on 
actual degree of control over peut obtenir un ccntrole partiel devrait 
these rangelands. The sale of etre egalement e::&minee en ionction 
wells in area- where control can des possiblites de consolidation du 
be partially achieved should also controls relatif au:: ressources 
be analyzed in terms of the pastorales. 
possibilities for consolidation of 
control over pastoral resources. 3. Les vols de reconnaissance 

systematique finances dans le cadre du 
3. The aerial surveys sponsored by Projet doivent se poursuivre sur une 

the Project should continue on a base de deux fois par an jusqu'! la fin 
twice yearly basis through the end du Projet. Un indice sur la condition 
of the Project. A n animal animale doit etre developp6 et les 
ccndition index Snould be troupeaux de la zone ou Frojet dolvent 
developed and the herds in the Otre echantillonnes au mons une fois 
Project zone should be samcled at chaque saison des pluies et deu;. fois 
least once during eacr rainy chaque saison seche afin de maitriser 
season and twice during each dry les variations saisonnieres et 
season in order to capture the r aographiques au niveau de la 
seasonal and geographic .ondition animale. 
variations in animal condition. 

4. The current ex:patriate assistant 
4. L'assistant expatrie actuel en analyse 

quantitative des paturages doit 
in quantative range analysei collaborer avec le sociologue expp.trie 
should collaborate with the Project du Projet afin d'elaborer un cadre Jans 
expatriate sociologist to develop a lequel les donnees collectees a partir 
framework wherein data gathered des vols Le reconnaissance 
yhe aerial surveys can be systematique peuvent etre irases en 

related to the socio-economic data rapport avec les donnees 
obtained by the H1ger Rangeand 
Livestock Project water points 

socio-economiques reunies dans le 
cadre de l'etuue des points d'eau du 

survey. The objective would be to Projet Gestion des Paturages et 
produce resource and livestock Elevage du Niger. Il aurait pour 
inventories for particular groups objectif de produire des inventaires 
of people, especially those 
associated with traditional wells, 

concernant les ressources et l'elevage 
pour des gruupes specifiques de 

and thereby further elucidate the populations, notamment ceux qui sont 
variation in lves toc!( production en rappcrt avec les puits traditionnels, 
systems in the zone. et par consequent de clarifier 

5. The ground truth and remote 
davantage la variation au sein des 
systemes do production de betail au 

sensing effort should continue niveau de la zone. 
until the end of the Project. The 
component should immediately S. L'activitP concernant la verification 
investigate the possible 
integration of the NOAA/NESDIS 

sur le terrain et la tele-aetecton doit 
se poursuivre jusqu' la fin du Projet. 

data and analysis with the Le volet dolt etudier des maintenant la 

Project's own monitoring ,/;tem. possiblite d'integrer les donnees et 
Biomass disappearance at the l'analyse de la IJOAA!NESDIS au 

systeme de controle du Projet. La 
disparition de la biomasse au niveau 
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ground truth sites should ue des sites de verification sur le terrain 
followed over each dry season so doit etre suivie chaque saison s~che 
that local annual carryilg pour permettre une estimation des 
capacities can be estimated and capacites annuelles locales de charge 
e::pected regions of forage et une delimitation plus precise des 
shortfalls more accurately zones susceptibles d'etre affectees par 
delimited. Biomass sampling des penuries de fourrages. 
schemes that more closely mimic L'echantillonage de la blomasse prevoit 
animal selectivity in grazing qu'ure selection similairc celle des 
should be coupled with fiber and 
nitrogen analyses to provide 

animaux en matiere de pature devrait 
etre associee aux analyses de fibre et 

better estimates of diet quality. d'azote afin de fournir de meilleures 
estimations de la qualite du regime 

6. The limited technical impacts of ahmentaire. 
this component derive from its 
concentration on resource 6. Les impacts techniques limites du volet 
improvements, rather than proviennent de sa concentratiun sur 
resource management. This is so l'amelioration des ressources plut~t 
largely because the conditions que sur la gesticn des ressources. 
required for land management were Cela est do essentiellement au fait que 
judged to be absent in the Project les conditions requises en gestion de 
zone. The elaboration of the l'espace etalent considerees absentes 
water points study suggested 
above will designate areas where 

au niveau de la zone du Projet. 
L'laboration de l'6tude des points 

some degree of partial control d'eau proposee ci-dessus identifiera 
alread,/ e;ists over the resources. des zones ou e':iste deja un certain 
Even minor improvements in niveau de controle des ressources. 
resource use and pastoral Mame les ameliorations mineures 
production, however, will be concernant l'utilisation des ressources 
possible only if the Government oi et la production animale, ne seront 
Niger reinforces these controls ov possibles que si Ie Gouvernement ou 
formulation and promulgation of a Niger renforce ces controles en 
comprehensive pastoral zone 
strategy that confers exclusive 

formulant et en promulguant une 
strategie d'ensemble relative a Ia z-one 

land use rights on at least some of 
the existing rangelands. And 

pastorale, qui confere des droits 
exclusifs d'utilisation des terres ne 

here, we believe, the easiest place serait ce qu'a certains parcours 
to start is in conferring use rights e;:istants. A ce niveau, nous estimons 
on rangelands during the dry 
season. Traditional rangelands 
surrounding traditional wells 

que le meilleur pont de demarrage est 
de conferer les droits d'utilisation 
concernant les parcours pendant la 

should be targeted first for such saison seche. Les parcours 
land use attributions. The herders traditonneLs situes autour des puits 
desiring the attribution of such traditionnels doivent d'abord 6tre 

use rights should be encouraged to 
begin the process by presenting a 
proposal to the appropriate 

orientes vers de telles attribuiodns 
relatives A I'utilisatior des terw. 
Les eleveurs desirani 'attribution de 

Fegional or Sub-Regional tels droits doivent etrp encouraces a 

Development Council for 
consideration. The e,:act size of 

demarrer le processus tn presentant 
une proposition au Conseil Regional ou 

the delimited zone and the manner Sous-Regional de Developpement pour 
in which dry season use rights are examen. La superficie exacte de la 

to be e..ercised shoula be clearly zone d6limitee et la maniere dont les 
established in the decision droits d'utilisation en saison seche 

documents of these Counrils. The seront exercns doivent etre clairement 
national topographic and surveying tablies dans les documents de 

service should then establih ...i'th decision de ces Conseils. Le Service 

rncognizable marers the National de Topograpnie et de 

Cadastre doit ensuite etablir avec des 
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peripheries ZT such zones and the reperes reconnaissables leas 
establishment of an, new wells peripheries de cos zones et la creation 
within the zones should be de tout nouveau puits dans les zones 
prohibited. doit etre interdite. 

7. The attribution of land use riahts 7. L'attribution des droits d'utilisation 
to particular groups will be of des terres a des aroupes particuliers 
little help to the national sera peu utile a l'economie pastorale 
livestock economy unless such nationale Amorns cue les attributions 
attribution are couoled with better ne soient associees i de meilleures 
management practice s implemented techniques de gestion mises en oeuvre 
within the zones. In order to dans les zones. Pour d~velopper de 
develop such management plans, tels plans de gestion, le Ministere des 
the HMinistry of Animal Resources Ressources Animales doit faire le 
should ta;'e tne lead by premier pas en elaborant des plans 
establiehing detailed grazing 
plans on all oi its ranches within 

detailles de gestion concernant tous 
ses ranches de la zone pastorale. Ces 

the pastoral zone. Thee plans plans doivent mettre l'accent sur la 
should focus on ma.ximizini the ma;,imisation de l'efficacite de 
efficienc. of use of or, season l'utilisation du fourraqe en saiscn 
forage, either o., the institution of seche, soit par l'intitution des pians 
centripetal or deferred grazing de piture centripete cu differee. Cas 
plans. These ranches could then ranches pourron'c ensuite cervir de 
serve as demonstration areas for sites de demonstration pour ce qui 
what could be imclemented Ly pourrait etre fait par lea eleveurs 

herders arouno their ov:fn dry autour de leurs propres puits de saison 

season wells. seche. 

8. The monitoring system established 8. Le systeme de suivi etabli par le pro jet 
by the Project should be e:terded doit etre etendu vers le cud ce la zone 
south of the defined Project zone, du Projet, dons un premier temps, afin 
in the first instance, in order to de fournir des donnees s;,nchroniques 
provide synchronous data alon a le long d'un tracet climatioue passant 
climatic trarsect through the par le centre du pays. Associee au:: 
center of the countr,.. t'hen donnees cur Ia commercialisaticn que 
coupled with mzrveting data also le projet collecte et anal ,se, une bonne 
being gathered and anai.'zed by the 
Project, an acurate serial 

evaluation en serie de l'4conomie 
pastorale le long de cette division peut 

assessment of the ivestoc etre assemblee. Un bureau de 
economy along this transect coild 
be assembled. A sectrral plarn.ng 

planification sectorielle doit etre cree 
pour analyser ces donnees et elatorer 

office should be established to des recommandations de politique 
analyze these dal and to draft 
sectoral policy recommendations 

sectorielle basees sur cos aonnees. 
Ensuite, l'e; tension du systeme de 

based upon them. In the second controle a traiers tout le Days 
instance, the e3:tension of the constituerait un precieu;: instrument 
monitoring system :,er the ,vhole 
country would provide an 
invaluable tool for the planning 

pour la planification et la gestion de 
l'utilisation des ressources. Les 
charQes recurrentes d'un tel systeme 

and management of resource use. doivent bien sur etre anal;,sees de 
The recurrernt costs of such a maniere detaillee et pourraient 
system ,.vculdor course have to be probablement n'etre justzfiees que 

analyzed in detail and could 
probably only be justified within 

dans le cadre d'un crogramme sectoriel 
d'attrioution de droits e;:clusifs de 

the context of a sectora! program terres a des groupes utilisant les 
to attribute ei:clusive land rights parcours dans la zone paatorae. 
to the groups using the ranielands 
in the pastcral zone. 

76
 



.9. Even given the uncertainties in 
the cost/benefit analyses of 

9. Malgre les incertitudes des analyses 
coOts/benefices des plantations 

browse plantations, these d'arbres, ces plantations doivent se 
plantations should continue, if poursuivre, ne serait ce que pour 
only to reinforce the rights of 
exclusive use adjacent to areas 

renforcer les droits d'utilisation 
exclusive adjacents aux regions o6 

where sedentari:ation is taking s'effectue la sedentarisation. 
place. The component, however, Toutefois, ce volet doit commencer A 
should begin to integrate its integrer ses efforts de maniere 
efforts much more closely with beaucoup plus etroite aux services et 
existing regional services and 
structures. [lanacement of Project 

structures e::istants dans la reaion. 
La gestion des pepinieres du Frojet 

nurseries should be progressively doit etre progressivement transferee 
transferred to the Service of au Service des Forets et Faune. Les 
Forests and Wildlife. Groups groupes desirant des plantations 
desiring tree plantations should 
be encouraged to make their 
proposals not to the Project but 
through their appropriate Regional 

d'arbres doivent etre encourages A 
adresser leurs propositions non au 
Projet mais par le biais de leur Conseil 
Regional ou Sous-Regional de 

or Sub-Regicnal Development 
Council so that the initial 

Developpement. Ces propositions 
doivent etre claires en ce qui concsne 

contributions of all parties and les contributions initiales des toutes 
the eventual means of plantation les parties et les eventuels moyens 

exploitation and definition of use d'exploitation des plantations. Les 
rights are established in a legally droits d'utilisation doivent etre 
recognized form before any tree etablis dans une forme juridiquement 
planting begins. The Service of reconnue avant qua toute plantation 
Forests and Wildlife should also d'arbres ne debute. Le Service des 
renounce all ounitive powers over Forets et Fauna doit egalement 
the trees within any such renoncer Atout pouvoir de pernitions 
plantations as part of the overall sur de telles plantations au titre du 
plan. plan d'ensemble. 

Any plantations must have an 
effective and agreed upon means 

Toute plantation doit avoir un moyen 
efficace et approuve de protection et le 

of protection and this system of systeme de protection doit etre garanti 
protection must be guaranteed for 
four to sli. years v.,hile the trees 
are maturing. Metal fencing 

pour 4 A 6 ans pendant qua les arbres 
atteignent la maturite. I faut tenir 
compte des clotures metallicues ainsi 

should be considere, as well as qua des formes de cloture plus 
more traditional forms offencing. traditionnelles. Le volet doit 
The component should collaborate collaborer avec lINRAN pour assurer 

with INRAN to ensure that a qu'un programme visant A quantifier 
program to quantfy the effects of l'impact des plantations d'arbres sur la 

browse plantations on animal 
production is established before 

production animale est etabli avant la 
fin du Pro et. Et enfin, le volet doit 

the end of the Project. And, 
finally, the component should 

collaborer avec le Ministere des 
Ressources Animales et le Service des 

collaborate with the Ministry of Forets et Faune pour etablir une 
Animal Resources and the Service procedure de suivi pour informer les 
of Forests and Wildlife to proprietaires des plantations a mesure 
establish a follow-up procedure to qua les travaux de recherche se 

advise plantati-n owners of poursuivent et pour suivre l'utilisation 
appropriate management effective des plantations. 
strategies as research proceeds 
and to monitor actual plantation 10. Avant la fin du Projet, le volet en 

utilization. collaboration avec le personnel du 
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10. Prior to the end of the Project, the 
component in collaboration with 
Project personnel involved in 
marketing surveys and animal 
production activities should 
submit to the Minister of Animal 

Projet charge des Otudes sur la 
commercialisation et des activites de 
production animale doit soumettre au 
Ministere des Ressources Animales une 
analyse des differents systemes de 
production pastorale qui existent dans 

Resources an analysis of the la zone du Projet, leur performance 
different pastoral production 
systems known to e;xist in the 

pendant la dur~e du Projet et les 
recommandations concernant les 

Project zone, their performance 
over the life of the Project, and 

activitds et politiques qui 
entraineraient une meilleure 

the Project's recommendations for productivitd a partir de ces syst~mes. 
policies and activities which would 
lead to improved productivity from ii. Enfin, etant donnee le niveau elevd de 
these systems. la formation technique du personnel 

nigerien affecte a ce volet, nous 
it. Finally, given the high level of 

technical training among the 
istimons que le poste d'expatrid 
conseiller en gestion des parcours doit 

Nigerien personnel assigned to Otre supprimd d la fin du contrat actuel 
this component, we believe the de l'interesse. Au besoin, des services 
expatriate position of range 
management advisor should be 

de consultation a court terme portant 
sur des problemes techniques bien 

abolished at the end of the specifiques doivent etre poursuivis, 
present incumbent's contract. If mais nous n'estimons pas necessaire de 
needed, short-term consultancies poursuivre les visites de supervision 
for very speciv.c technical generale au Projet par un expatrie 
problems should be continued but conseiller en gestion des parcours. 
we see no need for continuance of 
general supervisory visits to the De meme, l'assistant e:patrie charge 
Project by any e::,atriate range des activit~s de parcours doit elaborer 
management advisor. les programmes informatiques 

necessaires pour les inventaires des 
Similarly, the expatriate assistant 
for quantitative range activities 
should develop the computer 

ressources avant la fin de son contrat 
et entreprendre toutes les sessions de 
formation necessaires au personnel du 

programs required for the resource 
inventories prior to the end of his 

volet avant son depart en mi-19:6. 

contract and conduct all necessary Le volet doit continuer a avoir au sein 

training sessions for component 
staff prior to his departure in 

de son personnel deux nigeriens form~s 
ayant, au moins, le niveau actuel de 

Inid- 19 . formation academique. Si le technicien 
titulaire d'un Masters Degree en 

The component should continue to gestior, des parcours est ccnfirm6 

be staffed ty two trained 
Nigeriens with, at least, the 

Directeur permanent et a plein temps 
du Projet, il faut alors designer 

present level of academic training. 
If the current tecnnician holding a 

quelqu'un ayant les memes 
qualifications que lui pour prendre sa 

MastFrs degree in range 
managemEnt is conf:rmed as the 

place au niveau du volet. 

full-time and permanent Project 
Director, then an equally skilled 
individual should be immediately 
named to succeed him in the 
component. 
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E. 	 Modifications Which Might Require 
Project Redesign 

We believe that this component has 
sufficient resources and time to complete 
its major activities before the end of the 
Project. We, therefore, have no 
modifications to propose for it that would 
require Project redesign. 

E. 	 Modifications qui P ourraient Susciter 
la Riorientation du Projet 

Nous estimons que ce volet a assez de 
ressources et de temps pour achever ses 
principales activites avant la fin du Projet. Par 
consequent nous n'avons aucune modification 
proposer qui pourrait n6cessiter une 
r6orientation du Projet. 
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4. MARKETING RESEARCH 

A. Objectives of the Component 

As stated in the Project agreement, this 

project component was to assist in upgrading 

the collection, verification, andlysis, and 
timely reporting of data on livestock 
presentations and the prices of animals, 
meat and cereals in key markets, both within 
and outside the Project :one. It was also to 

have completed the task started in the Niger 
Range and Livestock Project of putting the 
existing market records of the Livestock 
Service on computer files and keeping these 
files updated in a routine manner. 

In order to monitor food security issues in 
the Project zone and to give several months' 
warning of the development of serious food 
shortages, this Project component was also 

to have constructed a Pastoral Food Security 
Index (PFSI) basEd opon the prices actually 
received and paid by the members of the 
Herder Associations for animals, cereals, and 

other key commodities. These price data 
were to have been combined with other 
confirmed price data and recorded on 
microcomputer files in Tahoua and Niamey. 
From these data, a mon thl, Pastoral Food 
Security Index was to have been calculated 
for various parts of the Project zone, with 
the continuous research of the Project's 
socia-economic group leading to further 
refinement of the various indices and 
assuring their validity. Finally, the PFSI 
was to nave served as an important input 
into the Project's Pastoral Early Warning 
System. 

In addition to the above activities, the 

Project component was to have undertakcrn 
various short-term studies, construction of a 
series of livestock marketing systems 
models, and analyses of the marketing 
interventions. These activities were to have 
included provision of the information 
necessary to assess the costs and benefits 
of all interventions undertaken in the Project 
related to animal production, health, and 
natural resources management. Marketing 
policy issues were to have been identified 
and discussed with the Government of Niger 

in a continuous dialogue centered upon an 

annual in-country conference and periodic 

4. ETUDE DU MARCHE 

A. Objectifs du Volet 

Comme l'indique l'Accord du Projet, ce volet 

devait aider a ameliorer la collecte, la 

verification, [analyse et la diffusion en temps 

opportun des donnees concernant les 
presentations de betail et les prix des animaux, 

de la viande et des cereales dans les principau': 
marches situes tant a l'interieur ou'& 
l'exterieur de la zone du Projet. Ii devait 
egalement achever le travail entrepris sous le 

PGPE qui consiste a mettre sur fichier. 
informatique les registres actuels du Service de 

l'Elevage et A tenir ces fichiers a jour. 

Pour suivre les questions relatives a la 

securite alimentaire dans la zone du Projet et 

attirer plus ou mons [attention sur les graves 

deficits alimentaires, le Projet devait 6galement 
etablir un indice de securite alimentaire 
pastorale (ISAP) base sur les prix re~us et 
payes par les membres des GHP pour les 
animaux, les cereales et d'autres produits cles. 
Ces donnees sur les pri:: devaient etre 
consignees avec d'autres donnees sur les prix 
confirmes et enrecistrees sur des fichiers 
informatiques a Tahou et a Niamey. A partir de 

ces donnees un ISAP mensuel devrait etre 
calcule par les differentes parties de la zone du 

Projet, la recherche permanente du groupe 
socio-ecnnomique du Projet continuant a oeuvrer 
pour assurer un meilleur raffinement des 
dlferents indices et leur validite. Enfin, 
1'ISAP devrait constituer un important intrant 
dans le Systeme d'Alerte Rapide dans la zone du 
Projet. 

Outre les activites susmentiornees, le volet 
devait entreprendre de nombreuses etudes A 
court terme, la construction d'une serie de 
modeles de systemes de commercialisation de 
betail et des analyses des donnees sur la 
commercialization collectees par la recherche 
socio-economique pour identifier les 
interventions 6ventuelles concernant la 
commercialisation. Ces activites devaient 
comprendre la fourniture des informations 
necessaires pour evaluer les couts et avantages 
de toute intervention entreorise par le Projet et 
ayant trait a la production animale, a la sante et 

a la gestion des resspurces naturelles. Les. 
questions relatives a la politique de 
commercialisation devaient avoir ee identifiees 
et discutees aver. le Gouvernement du Niger 
dans un dialogue 
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joint evaluations of the outputs of the 

Project component. 

Finally, this Project component was 
assigned two additional Project 
responsibilities by the Project Director after 

the Project Agreement was signed which 


should bc, evaluated in any assessments of 

The first of these
compone.nt outputs. 

responsibilities was the development 
actions. The second was to be the final 

assembler of the Project's Annual Work Plans 

and of its quarterly and annual Project 
Activities Reports. 

B. Accomplishments to Date 

With respect to the objectives cited above, 

the Project component has made the greatest 
area of upgrading theprogress in the 

collection, verification and timely reporting 

of data on livestock presentations and the 

prices of animals, meat and cereals in key 

markets, both within and outside the Project 

zone. The component now has in place a 

market data collection system which covers 
The system25 markets at least weekly. 

utilizes Livestock Service market monitors to 

collect data on livestock presentations and 

prices by sex, age class, estimated weight, 

and stated reasons for buyer purchase. The 

monitors collect additional market datasame 
on meat and grain commodities. The 

collection system is currently set up to cover 

a perceived corridor of market transactions 

which runs from small collection markets in 

the north of the Project zone essentially to 

the export markets near the 

Nigerien/Nigerian border. 

Raw market data from the Project 

questionnaires are assembled and processed 

in Tahoua on one or more of the seven 

microcomputer systems installed by the 

Project. The component stores all the data 

on computer files, aggregates the weekly 
data for each month, derives simple ave'rages 

of the various categories, and publishes a 

monthly market survey report. Thi - product 

is then distributed throughout Niger with 

principal recipients being the Ministry of 

Animal Resources, the two other major 

livestock projects, the Departmental 
Livestock personnel, AID and other aid donor 

agencies. 

sur une confrence annuelle Apermanent basd 
l'interieur du pays et des evaluations 
pdriodiques conjointes des resultats de ce valet 

du Projet. 

Enfin, apres la signature de l'Accord du 

Projet le Directeur avait assigne a ce valet 

deux autres responsabilites qui doivent etre 

considerees dans toute evaluation des 
La premiererealisations du valet. 

responsabilite etait d'elaborer une strat~gie 

d'urgence de lutte contre la secheresse et un 

plan de re-affectation des ressources du Projet 

pour les activites d'aide et de developpement 

liees Ala secheresse. La seconde etait 

d'assurer la synthese des plans de travail 

annuels du Projet et des rapports d'activitis 

trimestriels e t annuels du Projet. 

B. Proqres Ralisds Ace Jour
 

En ce qua concerns les objectifs
 
valet du Projet a roalise lesus-mentionnes, ce 

progres le plus important dans le domaine de la 

collecte, de la verification et de la diffusion des 

donnees portant sur les presenta'lions du betail 

et les prix pratiques pour les animau;:, la viande 

et les cereales au niveau des principaux marches 

aussi bien a l'interieur qu'l Vexterieur de la 

zone du Projet. Le valet diEposait alors d'un 

systeme de collecte des donnee- qui couvre au 

mains 25 marches par semaine. Le systeme se 

sert des controleurs des marches du Service de 

l'Elevage pour assurer la collecte des donnees. 

Les donn6es concernent les presentations et les 

pri,: du betail par sex:e, age, poids estirratif, et 

les raisons donnees de l'acheteur pour [achat. 

Les m~mes surveillants reunissent d'autres 

donnees sur la viande et les-produits cerealiers. 

Le syst~me de collecte est actuellement mis en 

place pour couvrir une gamme de transactions 

commerciales allant des marches de collecte 1 

petite echelle surtout dans la partie nord du 

Projet aux marches d'e;:portation a cote de la 

frontiere Niger/Nigeria. 

sur les marchdsLes donnees brutes portant 
sontfcurnies par les questionnaires du Proje t 

reunies et traitees a Tahoua sur un ou plusieurs 

des sept systemes de micro-ordinateurs 
installes par le Projet. Ce valet garde toutes 

les donnees sur des fichiers informatiques, 
procede a leur assemblage hebdomadaire et 

mensuel, derive les moyennes simples des 

differentes categories et, publie un bulletin 
mensuel sur l'etude des marches. Ce rapport est 
alors distribue dans l'ensemble du pays. Les 
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In addition to installing its own data 
collection system for markets in the Project 
zone, the component hasworked closely with 
the other two livestock projects - i.e. the 
Centre-Est Project supported by the World 
Bank and the Sud Tamesna Project supported 
by the French - to harmonize data collection 
methodology and questionnaires and to 
spatially distribute surveyed markets 
between the three projects to avoid 
duplication. The component has also written 
a joint proposal with the other two livestock 
projects to the Ministry which proposes that 
attention be given to the possibility of 
integrating the existing project-based 
market survey systems into an improved 
national system for livestock statistics. 

With respect to the objective of completing 
the task started by the Niger Range and 
Livestock Project of putting the existing 
market records of the Livestock Service on 
computer files and keeping these files 
routinely updated, the component has 
completed storing quarterly livestock data 
from 1970 to 1983 on computer files and is 
routinely entering new Livestock Services 
market records as they are available from 
Niamey. 

As of now, no Pastoral Food Security 
Index (PSFI) has been developed and/or 
utilized by the component. The component 
has been publishing a series of simple price 
ratios - e.g. the liveweight price for young 
bulls versus millet/sorghum price on a 
kilogram basis or a similar ratio for 
liveweight ram price versus millet/sorghum. 
And, it has the capacity to derive several 
more of these relationships from the data 
regularly collected in the 25 weekl, markets. 
However, little, if any, actual price data have 
been collected at the level of the Herder 
Association members and nothing 
approximating a herder consumer price indcx 
or a herder wholesale production sales index 
has yet been formulated by the component. 
Since no PFSls currently exist, it is evident 
that there has been no direct contribution of 
these indices to development of the Early 
Warning System for the pastoral zone. 

As per its mandate, the component has 
undertaken a number of short-term studies 
aimed at clarifying economic relationships 

principaux destinaires etant le Ministere des 
Ressources Animales, les deux principaux 
projets d' levage, le service ddpartemental de 
l'dlevage, PAID et d'autres organismes d'aide. 

Outre la mise en place de son propre systbme 
de collecte des donnees concernant les marchds 
de la zone du Projet, le volet a collabord 
etroitement avec d'autres projets d'elevage, en 
l'occurence le Projet Niger Centre-Est financ6 
par la Banque Mondiale et le Projet Sud Tamesna 
finance par la France afin de coordonner la 
methodologie et les questionnaires relatifs &.la 
collecte des donnees et d'assurer la repartition 
spatiale des marches 6tudi~s parmi les trois 
projets pour eviter toute duplication. Le volet a 
dgalement elabore des recommandations 
conjointes avec d'autres projets d'elevage I 
l'intention du Ministere pour attirer son 
attention sur la possibilite d'integrer les 
systemes existants d'etude des marches des 
projets dans un meilleur systeme national pour 
les statistiques de l'elevage. 

En ce qui concerne l'objectif de la mise au 
point des activites demarrdes par le Projet 
Gestion des Paturages et Elevage dans le 
domaine de la mise sur ordinateur des donnees 
existantes du Service de l'Elevage relatives aux 
marchds et de la mise A jour r~guli~re de ces 
fichiers, le volet a termin6 la mise sur 
ordinateur des donnees trimestrielles d'Olevage 
du 1970 A 1983 et procede reguli~rement i 
l'informatisation de nouvelles informations du 
Service d' Elevage au fur et mesure qu'elles 
proviennent de Niamey. 

Jusqu'A ce jour, aucun Indice de Sdcuritd 
Alimentaire Pastorale (ISAP) n'a 6te developpO, 
et/ou exploite par le volet. Une serie de 
simples ratios des prix sont publies dans le 
cadre de ce volet, par exemple, le prix des 
taurillons sur pieds par rapport au prix du 
mil/sorgho sur la base du poids, ou un ratio 
analogue concernant les muttons sur pieds par 
rapport au mildsorgho. Par ailleurs, il a la 
capacit6 de deriver un grand nombre de ces 
rapports I partir des donnees rdguli~rement 
r~ur;ies au niveau des 25 march~s 
hebdomadaires. Toutefois, tres peu de donn~es, 
sinon aucune, concernant les prix reels rnt 6td 
r~unies au niveau des membres des GMP et 
presque rien n'a 6te formul6 par le volet 
concernant l'indice des prix au consommateur ou 
l'indice sur les ventes en gros. Etant donn6 
qu'aucun ISAP n'existe actuellement, il est 
evident que ces indices n'ont eu aucune 
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among herders and between herdes and their 

physical and market environment,i- e.g. the 

descriptive elements of the census carried 

out among certain Herder Association 
members and the report on drought 
consequences and survival strategies among 

The componentdifferent types of herders.has also undertak~en several studies to 

hastalsounetae sevaleratuives eto 
interventions and to provide the Project 
Director with guidance on the likely economic 

Diretorwit gudane conmicmembres des GMP et le rapport sur les effete deonthelikly 

consequences of these alternatives - e.g. the 

study of herder-directed stores in .t:. Sud 

Tamesna Project and the alternatives in 

construction of herder warehouses at the 

Herder Association level. 

With respect to construction of a series of 

livestock marketing systems models and the 

identification of potential marketing 
interventions for livestock, progress has 

been slow. One exercise in interviewing 
ivestock marketing agents was conducted by 

the component in an attempt to establish the 

magnitudes and directions of livestock trade 

flows and to get a preliminary estimate of 

marketing costs &nd margins at different 
points in the marketing chain. Since no 

market models have yet been produced, the 

component has not yet been able to identify 

or detail any new marketing interventions. 
There has been one informal proposal that 

some Project resources be allocated to the 

improvement of slaughter facilities in three 

of the surveyed livestock markets but this 

proposal is as yet in preliminary form. 

To date*here have been no annual 
in-country cinferences specifically devoted 
to economic matter although the activities 
and results of the component have been 
discussed in the conte::t of the annual 
in-country Project conferences. Moreover, it 

must be concluded that any dialogue with 
national or regional livestock or planning 
personnel has been sporadic at best because 
of the restrictions placed upon the 
component's personnel witn respect to 

contacts and travel outside Tahoua. 

Finally and with respect to the originaI 
plan for component operations, the component 
is the only one in the Project that is directed 
and, in large measure, operated directly by 

the American technical assistance personnel. 

contribution directe au developpement d'un 

Systbme Oe Premiere Alerte au profit de la zone 

pastorale. 

Conformdment i son mandat, le volet a 
entrepris un certain nombre d'etudes a court 
terme visant a clarifier les rapports 
ec m iques pari lesleve r t s 
economiques parrot les eleveurs et entre les 

leveurs et leur milieu physique et commercial, 
par exemple, les elements descriptifs du 
recensement realise au niveau de certains 

la secheresse et les strategies de survie parme 

las dferes tyes dtraeges e voe a 
a 

egalement realise plusieurs etudes afin 

d'examiner les autres interventions du Projet 
proposees et de fournir au Directeur du Projet 

des directives concernant les consequences 
eventuelles de ces options, par exemple, l'etude 

au 

les differents type s d'eleveurs. Le valet 

des boutiques dirigees par des eleveurs 

niveau du Projet Sud Tamesna et les options de 

construction des magasins au niveau des GMP. 

En ce oui concerne l'elaboration d' une serie de 

modeles de systemes de commercialisation, de 

betail et l'identification d'eventuelles 

interventions de commercialisation, les progres 

enregistres ont ete lents. Afin d'identifier 

l'ampleur et les orientations du marche du betail 

et de parvenir a une estimation preliminaire des 

coOts et marges de benefice commercial 1 

differents points du processus de 

commercialisation, le volet avait entrepris des 

interviews aupres des agents de 

commercialisation de betail. Etant donne 

qu'aucun modele de marche n'a encore ete 
produit, le volet n'a pas encore identifie ou 

d~taille de nouvelles interventions en matiere 

de commercialisation. I1 y a eu une propostion 
officielle demandant que certaines ressources 
du Projet soient affectdes a [amelioration des 

structures des abattoirs dans les 3 marches de 

betail etudies mais cette proposition est encore 
sous forme preliminaire. 

A ce jour, il n'y a eu aucune conference 
annuelle a l'interieur du pays specialement 
consacree au:. problemes economiques bien que 

les activites et resultats du volet aient dte 
discutes dans le cadre des conferences 
annuelles du Projet organisees a l'interieur du 

pays. Par ailleurs, il convient de souligner que 

les entretiens avec le personnel national ou 

regional charge du secteur de l'elevage ou de la 

planification ont tout au plus ete sporadiqueska 
cause des contraintes imposees au personnel 



No Nigerien counterpart has been nominated 

either as Division head or counterpart in the 

component and present Nigerien participation 
is limited to a data entry clerk and a 
librarian. One American-trained Nigerien did 

participate for a brief time in component 

activities on an informal basis but he has 

since assumed the position of head of the 

Division of Administration and Finance and, 
as such, no longer can participate in 
component activities on a regular basis. 

In the course of Project implementation, 
the component has been required to assume 

several duties not included in the Project 
Agreement. One of these was related to the 

formulation and compilation of the Emergency 

Drought Strategy and subsequent operational 
plan for reallocation of Project resources for 
drought-related relief and development 
actions. Another was as the final assembler 
of the Project's Annual ,IcrK Plans and of its 

quarterly and annual Project Activities 
Reports. In both instances, it appears that 

the component was asked to assume the duty 

because of its control of the Project 
corputer operations and because the 
envisaged Project Monitoring and Evaluation 
Unit in the Project Director's cfice has 

never functioned in the projected manner. 

C. Analysis and Conclusions 

When the progress to date for this 
component is matched against the stated 
objectives, our conclusion is that this 
component has acquitted itself quite well 
over the first half of the Project. The 
component has produced a considerable body 
of professionally competent work and, to the 
e:.tent that it has encountered delays, they 

seem to be attributable mainly tO factors 

beyond the direct control cf the component-, 

With respect to the marketing survey 

system, the structure for improved market 
data collection is evidently in place and the 
component appears to be doing an excellent 
job of maintaining the system. Using 
essentially the same Livestock Service 
personnel who are employed to gather
livestock data under the "old" Ministry 

statistical system, the component has 

already demonstrated that more and better 
data sets can be obtained with improved 

quant aux contacts et deplacements en dehors de 
Tahoua. 

Enfin, concernant le plan initial des activites 

c'est le seul volet du Projet qui est dirigd et, 

dans une grande mesure, gerd directement par le 

personnel americain de l'assistance technique. 

Aucun homologue nigerien n'a ete nomme Chef de 

Division ou homologue et la participation 
&un employeniodrienne actuelle est limitee 

charge de la saisie sur ordinateur et Lun 
bibliothecaire. Un nigerien forme aux Etats 

Unis a officieusement participe pendant quelque 

temps aux activites du volet mais par la suite, a 

occupe le p6ste de Chef de la DAF du Projet et 

de ce fait ne participe plus de manibre reguliere 
aux activites du volet. 

En fin, ce volet a ralisO les activits 

additionnelles, a savoir la formulation et la 

compilation de la Strategie de Lutte Contre Ia 

Secheresse et d'un plan operationnel de 
re-affectation des ressources du Projet pour les 

activites d'aide et de developpement liees a la 

secheresse; et la synthese des plans annuels de 

travail et des rapports d'activite trimestriels 
et annuels du Projet. Dans les deux cas, il 

semble qu'il a 6te demande au valet d'assumer 
ces responsabilites a cause de son controle des 

opeerations informatiques et parce que la 
cellule de suivi et d'evaluation prevue au sein 

du bureau du Directeur n'a jamais fonctionne 
comme prevu. 

C. Analyse et Conclusions 

Dans la mesure o les progres realises a ce 

jour par le volet correspondent aux objectifs 
fixes, notre conclusion est que ce volet s'est 
bien acquitte de ses attributions pendant la 
premiere phase du Projet. Le volet a produit 

une importante quantite de travail appreciable 
sur le plan professionnel et lorsqu il paraft 
accuse du retard cela semble imputable 
essentiellement aux facteurs ne relevant pas 
directement de la competence du volet. 

Concernant le systeme d'enquete sur la 
commercialisation, la structure d'une meilleure 
collecte de donnees sur le marche est 
evidemment en place et le volet semble faire un 
excellent travail au niveau du maintien du 

systme. En utlisant le meme personnel du 

Service de VElevage qui avait servi 1 collecter 
les donn~es dans le cadre du "vieux" syst~me de 
statistiques du Ministere, le volet a deja 
d~montre que l'on peut obtenir des series de 
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questionnaires. It has also 
surveynombre 

demonstrated that these data sets can be 

summarized and turned into useful monthly 

marketing reports in a fraction of the time
thatituneraste ake"ld"sysem.transformdes 


that it has taken under the "old" system. 


In saying the above, however, we would 


also like to bring the component's attention 

to bear on several key problems which need 

to be resolved over the balance of the
re:surProjct. hey
Project. They are: 

i. 	 The limited scope of the market 

surveys to date; 


2. 	 The lack of an institutional base tocarry on the survey work after the2. 
end of the Project; 

3. 	 The need to extend the work beyond 

simple data collection and summary 

reports; 


4. 	 The need for further research
 
directed at determinants of price 

changes in the livestock and grain
e ideterminants 
markets in the Project zone. 

5. 	 The need to reevaluate the existing 

distribution system for component 

marketing survey outputs to ensure 

that they reach the key 

decision-makers within the 

Government of Niger in the most
appropriate and useful form 

poie 
possible. 

With respect to the present scope of the 

marketing survey system, the component has 
'succeeded in surveying twenty-five markets 
in the Project zone and immediately south of 
it. It has also collaborated closely and 
apparently successfully with the other two 

major livestock projects in Niger to 

standardize market survey. instruments and 

the computer software necessary to process 
and present the data sets which are 

collected. We believe that these efforts 
have been extremely valuable in themselves 
and that the next logical step in the process 
of institutionalizing the new system should 

be a workshop between the national 
representatives of the Ministry of Animal 
Pesources and the personnel in each of the 
livestock projects charged with their 

donndes de meilleure qualite et en plus grand 
avec des questionnaires d'enquete
 

aors a deonre que
ga n 

amliors. da galement demntre que ces
 

o tre resumees etstrisonnes peuvent
en rapports mensuels sur la 

commercialisation en une fraction du temps par 

rapport au "vieux" systeme. 

Apres les points sus-mentionnes, nous 
aimerions toutefois attirer attention du volet 

certains problemes cl4 qui doivent tre
 
resolus pendant le reste de la duree du Projet:
 

i. 	 La porte limitee des etudes de 
marches; 

2. 	 Le manque de base institutionnelleLmaqeebsentiuonle 
pour poursuivre le travail de recherche 
apres la fin du Projet; 

3. 	 La n~cessite d'etendre le travail 
au-dela de la simple collecte de 
donnees et de redaction de rapports; 

Landcessit6 der erche 
approfondie oriente vers lesdes modifications de prix
dans les marches de cereales et de 

btail 	de la zone du Projet. 

5. 	 La nOcessit6 de re-6valuer le systeme 
actuel de distribution concernant les 
risultats des etudes sur la 
commercialsaton afin qu'ils 
c rialis ona uparviennent aux responsables du 
Gouvernement du Niger ayant pouvoir 
de decision, sous la forme la plus 
adequate et la plus utile possible. 

En ce qui concerne l'ampleur actuelle du 
systeme d'etude de la commercialisation, le 
volet a pu examiner vigt-cinq marches de la 
zone du Projet et de la region situee 

au sud de cette zone. II aimmediatement 
egalement collabore etroitement et de maniere 

apparemment efficace avec les autres projets 

d'elevage du Niger dans le domaine de la 

standardisation des instruments d'etude des 
marches et des programmes informatiques 
npcessaires pour le traitement et lar. 

presentation des donnees qui ont 6t6 r~unies. 

Nous estimons que ces efforts en eux-memes 
sont extremement importants et que la 

prochaine etape logique du processus de 
l'institutionalisation du nouveau systeme 
devrait etre la tenue d'un atelier regroupant les 
representants du Ministere des Ressources 
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respective market survey systems. The 
objectives of this workshop should be: 

1. 	 To establish the costs and benefits 
of the new market survey system 
ind to compare them with the costsand benefits of the presenthinistry 
abeets e rsent Mnouveau 

market survey system; 

2. 	 If the net benefits of the new 
survey system are found to be 
superior to those of the present 
system and the projected recurrent 
costs of the new system are thought 
to be sustainable at the national 
and regional levels, work should 
proceed in jointly determining which 
livestock markets should be 
surveyed on a routine basis to 
esrveyedio a rutinlmetssudevraient 
establish a national market survey 
system. 

3. 	 This discussion of a national 
system should focus on the minimum 
number of different types of 
livestock markets needed to be 
surveyed to obtain an accurate 
economic picture of the most 
important livestock marketing
chains 	in the country - i~e. the majorchains that serve the export 
markets in neighboring countries 
and those that provide meat to the 
major urban centers in Niger. 

4. 	 Finally, discussion should center on 
the most feasible institutions and 
processes to adopt and 
institutionalize the markct survey 
system as a program of the 
Government of Niger and to 
amalgamate the resources presently 
available but dispersed among the 
various livestock projects into one 
effective program. 

A second weakness in the component
A seondweakessin he cmpoentdisponibles

market survey system is that, while it is able 
to track livestock market trends in numbers 
And prices of animals, it presently is 
elliciting very little information on the 
factors determining those trends. If the 
major output of the market survey system is 
to be information in a form that is useful to 
Nigerien government officials charged with 

Animales et le personnel de chaque projet 
d'elevage charge de leur systemes respectif
 
d'dtude des marches. Les objectifs de cet
 
atelier devraient comprendre les elements
 
ci-aprbs:
 

t. Etablir les coOts et les avantages du 
systeme d'etude des marchds 

et faire une comparaison entre ceux-ci 

et ceux du syst~me actuel du 
Ministere; 

2. Au cas oti les avantages nets du 

nouveau systbme d'6tude s'averent 
sup~rieurs Aceux du systeme en cours 
et que les charges recurrentes 
concernant le nouveau systime 
s'averent soutenables au niveau 
national et regional, les travaux 

se poursuivre afin de 
determiner Ala fois les marches de 
betail qui devraient faire l'objet d'une 

etude r~guliere en vue d'instituer un 
systeme natiUl1 d'etude des marches; 

3. 	 Cette discussion d'un systme national 
devrait insiste, notamment sur le 
nombre minimum de differents types 
des marches de betail qui doivent Otre 
examines afin de parvenir I un scenario 
economique exact concernant les 
chaines de commercialisation de b6tail 
les plus importantes du pays,
c'est-a-dire les principales chaines qui
ravitaillent les marches des pays 
limitrophes et celles qui 
approvisionnent les principaux centres 
urbains du Niger en viande; 

4. Enfin, la discussion devrait Otre axde 

sur les institutions et les processus 
les plus realisables afin de parvenir A 
l'institutionalisation du syst~me 
d'itude des marche comre 6tant un 
programme du Gouvernement du Niger 
et de rdunir en un seul prcgramme 
ePficace les rensources actuellement 

mais dispersees entre les 
proiets d'olevage. 

dne deuxieme dfaillance du systme d'&tude 
des marches du volet est que, bien qu'il soit 
capable d'identifier les tendances du march de 
betail au ie des effectifs et prix des 
anma, i p ure actllement tres ped'informations sur les facteurs qui determinent 
ces tendances. Si le principal objectif du 
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systeme d'etude des marchns est de parvenir & 
planning and guiding the development of the 
livestock sector, then we believe morerepsbsnieischgsdeldes informations qui seraient utiles pour les 

attentior must be paid to the determinants 
of qantty ad themaretssecteurpiceshifs iof quantity and price shifts in the markets 

and not simply to documenting the shifts 

One must also devise efficientthemselves. 
research methods for determining the spatial 

and temporal homogenity or heterogenity of 

these market determinants along the major 
And, finally, onelivestock marketing chains. 


must be able to produce research results that 

are iretlyuseflefectig ncesarypermettenti 

are directly useful in effecting necessary 

national and regional livestock marketing 
policy changes and in natonal sector 
planning. 

o gneraingthe 

information listed above, we believe that the 

Project component should initiate a limited 

Withresect ype ofvalables 

numbr o hosehld othbetailsudis wthnumber of household studies with both 

herding and farming families in the Project 

zone. We do not feel that the base for these 
studies should necessarily be the members of 

the existing Herder Associations ex:,clusively, 

although some of these families might be 

included for comparative purposes. The 

objective of these studies would be to 

vi leifyn qutiof the ey andfrming 
variables in both of the herding and farming
systems of the :ona and their intersystem 

relationships. Their participant sample 

should be held to a relatively small number 

of well-selected respondents and the studies 

should not be viewed as a generalized census 

exercise for the Project zone. 

With respect to the existing distribution 
system for component marketing summaries 

and other reports, we believe that the 

present distribution list should be reviewed 

to ensure that the cutputs of the component 
are reaching the real decision-makers in the 

Government of Niger. This weakness was 
seen by the evaluation team to be 

particularly serious vie-a-vie the Ministry 
of Planning but it may have implications for 

expanding the report distribution to other 
ministries as well. 

With regard to the component's assigned 
task of developing a Pastoral Food Security 
Index (PFS) to contribute to a Pastoral Early 

Warning System, we see no particular value 

in continuing this 

resposables nigriens chargds de la 

planification et du controle du developpment duelevage, alors nous estimons qu'il 

faudrait accorder une plus grande attention aux 
facteurs qui determinent les variations de la q 

au lieu dequantitO et des prix dans les marches 

documenter simplement les variations 

elles-momes. On doit egalement eaborer de 
meilleures techniques de recherche qua

er erchperetene e u 
de dterminer 'homogneiteou 

l'het~rogeneite spatiale et temporelle de ces 

determinants du marche en meme temps que les 
principales chaines de commercialisation de 
b~tail. Enfin, on devrait parvenir a des 

resultats de recherche qui seralent directementpour refleter les reformes politiques 
n a res e mtere de fc rmercialiti n e 

beai s pn ationad t r ialiatpou de 
sur le plan national et regional et pour la 

planification sectorielle. 

En ce qui concerne la production du genre 
susmentionnees, nous estimons 

que le Projet doit entreprendre un nombre limitd 

d'enquetes de manage portant sur les families 

paysannnes et pastorales de la zone du Projet. 
Nous estimons que ces enquetes ne doivent 
necessairement pas se baser exclusivement sur 
les membres des GMP existants, bien qu'un 

.d'informations 

certain nombre de ces families puisse y 

participer aux fins d'une comparaison. 
ces enquetes serait d'identifier etL'objectif de 

de quantifier les principales variables 
au niveau des systemes agricole 2teconomiques 

pastoral de la zone et les rapports existants 

entre les diffrents systemes. L'evantail des 
a un petitparticipants devrait etre limite 

nombre de repondants bien selectionnes et le 

programme d'etudes ne devrait pas etre consus 

commae tant un exercice global de recensement 
concernant la zone du Projet. 

Quant au systeme de distribution actuel des 

resumes et d'autres rapports sur les les aspects 

de commericalisation de b~tail, nous estimons 

que la liste de distribution actuelle devrait etre 

revisee afin d'assurer que les realisations du 
volet parviennent aux reponsables du 

L'6quipeGouvernement preneurr des decisions. 
d'evaluation a constate que cette faiblesse est 

particulierement crave a l'endrolt du Hinistere 

du Plan, mais, elle peut egalement avoir des 

implications auant Al'expansion de la 
distribution des rapports I d'autres ministeres. 
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Concernant la tiche de ddveloppement d'un 
particular activity. Our reasons for this de Securiti Alimentaire Pastoralepadgeentiar aivityIndiceas follows: assignie au volet pour contribuer 1 la mise enjudgement are 

place d'un Systeme Pastoral de Premiere Alerte,
The component is already collectingI. importance particulieresufficient information in the nous ne voyons aucune 
markets to establish and report au niveau de la poursuite de cette activitd. 

smre stbishandtrep the Nous justifions cette idee par les points
simple price ratios and trends in theciprs 

ci-aprs:terms of trade between major 

market commodities. To go beyond I. Le volet collecte ddjl assez 
this and establish one or more d'informations au niveau des marchds 
indices would entail devising a pour Otablir et rendre compte des 
market basket of commodities to be po ebi etendre compte de 
surveyed - ris commerceetet esthus increasing both the termes dede prc entre les 
complexity and probably the cost of principales denrees du march6. Aller 
the market surveys - and the au-dell de ce seuil et etablir un ou 
attaching of statistical weights to plusieurs indices entrainerait la 
the various commodities to reflect definition d'un ensemble de produits 

their contribution to the market 
-disponibles sur le marche

basket. The latter task is seen to 
augmentant ainsi la complexit6 et 

be both technically difficult and to 
probablement le cobt des etudes sur le 

require both time-series and 
marche - et l'attribution de poids

cross-sectional data in excess of 
statistiques aux differentes produits 

any the component is likely to be 
pour refleter leur contribution & 

able to collect and process over the 
l'ensemble. Cette derniere operation

remainder of the Project. 
semble techniquement difficile et 

necessite plus de donnees temporelles
2. By their very nature, the key 

et representatives que tout ce que le 
economic variables surveyed in the 

volet peut collecter et traiter pendant
markets display lagged responses to tout le reste de la duree du Pro jet. 
exogeneous events like droughts in 

the Project zone. That is to say, the 
responses and trends one would pick 2. De part leur nature, les principales 

up i themaretplcesfromkeyvariables economiques etudiees au 
upie ndmqantitytelatoisfroniveau
price and quantity relationships des marches n'apportent pas de 

reponses spontanees aux evnements
would occur after any drouoht had 

exogenes tels qu'une secheresse dans 
set in and, therefore, would be of 

la zone du Frojet. C'est-1-dire, les 
little use in predicting or warning 

r6ponses et tendances que l'on 
ex ante of drought conditions. This 
being case, do n aimerait recueillir sur les places deh gthe weed not e any marche Apart des rapports entre lesae o see 

pri h I es a i quaeen
role for these data in a system 

prix des et la quantite quiaimed at Providing the government
aimd t herwith advnent surviendraient bien aores le debut de 
and the herders with advanced toute secheresse et, par conseguent, 
warnings of the onset and severity serait peu utile pour predire ou 
of drought conditions. prevenir les conditions de la 

nous ne voyonssecheresse. De ce fait,
3. To the extent that various price 

aucun role pour ces donnees dans un 
indices are to be useful in the 

systeme visant Aiournir au 
monitoring of national economic 

Gouvernement et au: leveurs des 
conditions or in national planning, 

et Iavertissements sur le demarrage
they must be devised and 

qravite des conditions de la
maintained over many years at the 

secheresse.
national level. These indices are 

only of econometric value to the
 

extent that they are maintained 3. Dans la mesure oi les differents 
indices doivent Otre utiles au niveau du 

over long periods of time and are 
suivi des conditions economiques 
nationales ou de la planification 
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periodically reviewed with respect 

to their composition and weighting 

systems. They do not seem to us to 

be the types of economic indicators 

that can or should be devised in the 
contxtrojct ithf a nlytwocornpositionconte:t of a Project with only twode 

and one-half years remaining of 

useful 	life. 

As to the component's charge to conduct 

short-term studies in support of other 

Project interventions, we believe the outputs 

to date have been quite acceptable in both 
quality and the promptness with which they 
were undertaken. The fact that such studies 
are rather limited in numbers appears to be a 
fuiiction of two related problems:Prjtnoseim 

1. 	 The glacial pace in organization of 

any new Herder Associations; and 


The lack of progress with respect to 
many of the oroposed technical 
interventions, both at the 
experimental and field-testing 
phases. 

6. 

Since the appropriate role of this 

component vis-a-vis assessment of the costs 

and benefits of Project interventions is as a 

support unit, it obviously cannot produce the 
projected results if other Project Divisions 
do not produce the necessary input data for 

such studies. Over the first half of the 

Project, these inputs have nut been 

forthcoming in sufficient quantities to 

engage more than the part-time attentions of 
the economic analysts and, as a consequence, 
most of the economic studies produced to 

date have dealt with e:: ante -ppraisals of 
proposed Project interventions or studies of 
activities conducted by the other livestock 

project in the zone. The prospect that this 

situation will change significantly over the 

remainder of the Project is commented upon 

in other sections of the Evaluation dealing 

with Herder Associations, animal production 

and veterinary interventions, and natural 

resources management. 

To date, the component has not generated 

any major proposals for policy changes 

vis-a-vis the livestock sector. Preliminary 

work on modelling marketing is proceeding 
and may accelerate over the next several 
months but any proposals for policy changes 
based upon quantitative data collection by 

nationale, ils doivent etre con~us et 
maintenus pendant plusieurs annees. 
Ces indices n'ont u'une valeur 

leurCndie ans 
dan lnes etsonttis 

l r s tem s erevise s u ant 

et de ooids. A notre avis, 

ce n'est pas le genre d'indices 
economiques que l'on peut ou devrait 

concevoir dans le cadre d'un projet qui 

na plus que deu:: ans et demi de duree 
utile. 

d'entreprendre des etudes Acourt terme pour 
apporter assistance aux autres interventions du 
Prorjet, nous estimons que lea rsultats obtenus

squlsrsuttobns 
a ce jour ont et6 tout a fait satisfaisants 

concernant la qualite et la promptitude de leur 
execution. Le nombre limite deis ces etudessml Okdu rbee 
semble dO I deux problemes lies: 

i. 	 Le rythme glacial de la creation de tout 

nouveau GM?; et 
2. 	 Le manque de progres en ce qui 

concerne de nombreuses interventions 

techniques proposees, tant au niveau 

des phases experimentales que des 
essais sur le terrain. 

Etant donn6 que le role appropri de cc valet 
par rapport a 'valuation des coots et 

avantages des interventions du projet est un 

role de cellule d'appui, il ne peut evidemment 

pas produire les resultats prevus si les autres 
divisions du Pro jet ne produisent pas les 
intrants necessaires pour ces OtudEs. Pendant 
la premiere moitie de la duree du Projet, ces 

donnees nont pas ete produites en quantitesuffisante pour susciter beaucoup plus que les 
attentions partielles des speciahstes de 

p 
l'analyse economique et, de ce fait, la plupart 

des itues economiques produites a ce jour 

portaient sur les evaluations e, -ante des 
proposees ouinterventions du Projet qui ant et 

des etudes concernant les activites realisees 

par d'autres projets d'elevage dans la zone du 

Projet. La perspective selon laquelle cette 
situation changera considerablement pendant le 

reste de la duree du Projet a ete commentde 

dans d'autres sections de l'evaluation portant 

sur les GHP la production animale et les 

interventions veterinaires, et la gestion des 

ressources naturelles. 
A ce jour, levalet n'a formule aucune 

proposition cle concernant les modifications 

nn1itinues relatives au secteur dlevaoe. Les 



the component seem to us to be unlikely 

before 1987 at the earliest. One alternative 

to policy proposals based upon quantitative 

data is, of course, proposals based upon 

economic theory and crude approximations of 
key parameters. Given the fact, however, 

that the intellectual terrain in all the 
Sahelian countries is already littered with 

the carcasses of such theoretical constructs 

and/or simplistic models, we strongly advise 

against the component's being forced into 

advancing such policy reco~nmendations until 

it has ample quantitative backing for them. 

In this regard, the most important output to 

be expected from the component is the 

installation of a process through which key 

decision-makers are encouraged to evaluate 

any proposed interventions in the livestock 

sector on the basis of hard, quantitative 
information. To sacrifice the process to the 

expediency of producing short-term policy 

recommendations, to our mind, would 
completely defeat the underlying rational for 

establishment and maintenance of an 

economic analysis unit within the Projec. 
and/or within the Government of Niger 

itself. 

Our belief is that the real objective of 

this component should be to assist in 
installing a process of constructive economic 

analysis within the governmental planning 
process and thereby to engender an increased 
awareness and appreciation among key 
decision-makers for the value of such 
analysis. This leads directly to our 
conclusion that any conferences hosted by 
the Project to specifically discuss economic 
matters should focus primarily on the 
importance of economic analyses for planning 
and evaluation purposes and on low-cost 
methodologies for ef'icient economic data 
collection and processing. 

Finally, with respect to the component's 
previously assigned duties as principal 
assembler of the Project's ArnLal Work Plans 
and of its quarterly and annual Project 

Activities Reports, we believe that these 
functions are basically administrative in 

nature and purpose and should be shifted 
back to the Project Director's office. The 

component, of course, should continue to
contribute to the formulation of such Plans 

moddlisation de la commercialisation sont en 

cours et peuvent s'accdlerer pendant les mois A 

venir, mais toute proposition relative aux 

modifications politiques bas~e sur la collecte 

des donnees quantitatives par le volet nous 
semble impossible avant 1987 au plus tot. Une 

autre possibilit6 de proposition politique basie 

sur les donnees quantitatives serait de formuler 

des propositions axees sur une theorie 

6conomique et des estimations brutes de 

parametres cles. Toutefofs, etant donnd que le 

terrain intellectuel de tous les pays saheliens 

est deja caracterise par les carences de ces 

concepts theoriques et/ou des modeles 

simplistes, nous recommandons formellement 

que le volet ne soit pas oblige a formuler de 

telles recommandations politiques jusqu'a ce 

qu'il ait un support quantitatif considerable 
pour les appuyer. A cet egard, la plus 

importante realisation a esperer du volet, c'est 

la mise en place d'un processus grace auquel les 

principaux re.sponsables charges de la prise des 

decisions sont encourages A evaluer toutes les 

interventions proposees dans le secteur de 

l'elevage sur la base d'informations fiables. A 

notre avis, sacrifier le processus pour formuler 
seraitdes recommandations a court terme 

contraire au fondement do la mise en place et de 

la maintenance d'une cellule d'analyse 
dconomique au sein du Projet ou au sein du 
Gouvernement du Niger lul-meme. 

Nous estimons que le veritable objectif du 
valet devrait utre a la mise ende contribuer 
place d'un orocessus danalyse economique 
constructive inter au processus de 

planification du Gouvernemnt et par consequent 
d'engendrer une meilleure prise de conscience et 
d'appreciation chez les prin:ipaux resonsables 
de prise de decisions concernant la valeur de 

cette analyse. Cela nous amene directement a 

conclure que toute conference organisee par le 

Projet pour debattre des questions economiques 
doit surtout mettre l'accent sur l'importance des 

analyses economiques pour la planification et 

l'evaluation et sur les methodologies peu 

onereuses pour la collecte et le traitement de 
donnees. 

nfin, concernant les responsabilites 

assignees au valet, en tant que principal organe 
charge d'assembler les plans de travail annuels 

du Projet et ses rapports trimestriels et 
annuels d'activites, nous estimons que ces 
fonctions sont essentiellement administratives 

par leur nature et devraient etre transferees au 

bureau du Directeur du Projet. Le valet, bien 
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sr, doit continuer a contribuer a la formulation 
and to report regularly on component 	 ces plans rendre compte regulierement desantoeporents andeand problems. 	 realisations etet problemes du volet.achievements 

D. Recommendations 	 D. Recommandations 

The following reccommendations are put Les recommandations ci-apres ont ete 
forward by the evaluation team for formulees par l'equipe d'evaluation pour 
implementation within the context of the execution dans le cadre du Projet en cours: 
existing Project: 

I. Le volet devrait etre renforce en 

1. That the component be reinforced by 	 assignant un homologue nigerien A 
the nomination of a Nigerien 	 l'actuel economiste principal et cela, 

avant decemire 19:p:. A cet effet, nous 
counterpart for the present senior 

u e nueaemeavan
expatriate economist and that this 

proposons egalement que Monsieur 
nomination be made not later than 

Seydou Yacouba, V'ctuel Chef de la 
In this regard, weDecember 19,5. 

Division Administrative et Financiere 
further recommend that Mr. Seydou
fuhr reomeny thead o. tedu 	 soit retenu comme le candida- le plusYacouba, presently head of theaprpeporsumrctefnin 

approprie pour assumer cette fonction 
Division of Administration and 

au sein du Projet.
Finance, is the most likely 
candidate for this position within Le volet devrait etrE autorisa 8 

the Project. organiser un seminaire portant 

That the component be authorized to 	 specifiquement sur un e-:amen global de 
2. 2 acmonerence 	 ses activites realisees usqu'a ce ourorThatnthe euthoried to 

organize a conferencesecreicw o et planifier ses futures activites en 
present a comprehensive review ofcolbrtnavclsade 

compatentsiunniveau ationale e 
its activities to date and to plan its 	 compekents au niveau national etc
future activities in collaboration 
with the line service personnel at regional. La participation au seminaire 

withthelinesericepersnne atdevrait comprendre, au moans, les 
desdesaton;et au 

the national and regional levels. 	 cadres nationau;: et regionau : des

Participation at the conference 

Partlicatio attheic nance, Ministeres des Ressources Animales,
 
should include, at minimum, national 	 d 'niutrd ln td 

and regional personnel from the 
Commerce ainsi qua des representants

Ministries of Animal Resources, 
de l'IMRAN at de la SOIERAN. Hous 

Agriculture, Planning, and Commerce 
We 	 proposons que ce seminaire se tienne A 

and from INRAN and SONERAN. 
Iiamey avant decembre I ;;5.

believe this conference should be 

held in Niamey not later than 3. En cequi concerne notammant 
December 1985. 

l'institutionaiisation du nouveau 
systeme d'etude du marche de betail,

With specific regard to the3. 	
nous proposons la tenue d'un deuxieme 

institutionalization of the new 
seminaire organise par le valet afin de 

livestock marVet survey system, we 
discuter des questions mentionneEs a 

recommend that a second conference 
la section precedente de l'evaluation

be organized by the component to 
de ce valet. La participation a cc 

discuss the issues outlined in the 
seminaire devrait, tout d'abord, etre

preceeding section of this 
limitde au; representants des 

component evaluation. Participation 
Ministeres des Ressources Animales,

in this conference should, in the 
du Plan, du Commerce at des trois 

first instanc- be limited to 
principau: projets elevage. En outre,

representatives from the linistries 
nous estimons qua ce seminaire devrait

of Animal Resources, Planning, and 
tenir a Niamey avant janvier 1986.

Commerce and from the three major se 


livestock projects. Again, we
 
believe that this conference should
 

be held in Niamey and should be
 
held not later than January ..
... 



4. 

5. 

That the senior expatriateeconomist and the marKeting 

economist be authorized to work in 

close collaboration with both 
national and reoional authorities to 
institutionalize the new livestock 

market data collection system 
should it be accepted after the 
conference in January 0H8. Thisconfrene iJauary19~6. hisle 
recommendation is specifically seen 

tc include travel to Niamey and to 
the Departmental capitals of Aadez
and Maradi as necessary. 

That the Project computer 
operations similarly be 
decentralized to the other 

4. 

5. 

Nous proposons que l'dconomiste 
principal expatrie et le specialiste en
economie de commercialisatiion 
devraie e o iis a ta e 

devraient etre autaises a travailler 

en trite collaboration avec le; 

autorites nationales et rcgionales afind'institutionaliser Ie nouveau ,steme 
de collecte des don ouesur la 

commercialisaton du betail au cas oi 
o erilstndubalauc 6 

nouveau syst~me serait accepte au 
termedu sm e de ave a. 

estime que cette recommandation, au 

bosoin, devrait comorendre des visites 
imye axceshu 

a Niamey et aux cnefs lieux 
departementau- d'Agadez et Maradi. 

Que le travail sur ordinateur du Pro jet 
scit egalement decentralise vers 

Departmental capitals - i.e. one IBM 
setup each installed in Agadez and 
Maradi - and thai the computer 
system reserved for the Ministry of 
Animal ResourceE in Niamey be 
installed as socn as possible. 

Thatita the 

d'autres chefs lieux departementaux -

c'est-a-dire un ensemble IBM installe 
a Agadez et Maradi - et que le systere 
informatique reserve au Hinistere des 
Ressources Animales a Niamey eoit 
installe aussitot que possible. 
inta1 Proossible.efo 

. That the Project provide for 6. 
comprehensive training of Nigerien 
staff in the computer operations 
necessary to maintain the livestock 
market survey system in all three 
Departmental capitals and that the 
Government of Niger designate at 

least one government employee each 
from the Departmental services ofe 
the Ministries of Animal Resour~esmosufntinirdecau 
and Planning to receive such
training. 

.ue le projet assure la format'.on 
generale du personnel nigerien 
concernant les operations 
informatiques nocessaires Dour 

intraique sse our 
maintenir le systeme d'etude d 
marches de betail dens toutes les chefsiudprteta:etuellieux departementau;. et que le 
Gouvernement du Niger designe au 

service departemental des Ministeres 
des Ressources Animales et du Plan 
pour recevoir cette formation. 

7. That further work on the Pastoral 
Food Security Inde. be dropped as a 
component priority and, ifappropriate, integrated into the 
aproprasthe itegrditothe
worK plans of the AID-supported 

agricultural policy research project 
directed by the Ministries of 
Agriculture, Animal Resources, and

Plannng.
Planning. 

7. Que la poursuite des travau;:sur 
lindice de securit4alimentaire 

pastorale soit abandonne en ant que 
volet prioritaire et, au besoin, soit 
itgea, ln etaald r e 

integre aux plans de travail du projet 
recherche surlaI potique agricole 

finance par IAID at dirige par les 
inistres de 'Agriculture, des 

Ressources Animales et du Plan. 

8. That the major thrust of field 
research for the component over the 
remainder of the Project be on theherdng nd armighuseoldla 
herding and farming household 
systems studies outlined above. 

. Que le principal accent de la recherche 
sur le terrain du volet pour le reste deduree du Pro jet soit sur les etudes 
susmentionrvees portant sur les 
systemes d'exploitation agricoles et 

pastorales. 
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9. 	 That secondary research emphasis 

be placed on the livestock market
systms mdelingxercse.systmes 

systems modelling exercise, 

10. 	 That the component continue to 
serve as a support unit in the 
design and cvaluation of Projecttechica intrvetiostuiesandconception
technical intervention studies and 
field-testing as these are proposed 
and executed by the other Project 
components. 

II. 	 That the task of assembling and 


publishing the Project's Annual Work 

Plans and its quarterly and annual 

Project Activities Reports be 
returned to the responsibility of 
the Project Director and the Tufts 
University Chief-of-Party. 

E. Proposed Modifications Which Might 
Require Pro iect Redesign 

The following modifications are proposed 
by the evaluation team and might require
Project redesign by AID and the Government
Pog e bndcessiter 
of Niger: 

i. 	 That the senior expatriate 

economist position in this 

component be retained through the 


end of the Project - i.e. June 1988 ­
provided that the Government of 


Niger nominates a suitable 

counterpart. 


2. 	 That two candidates for 
Masters-level university training in 

economics be identified and given 

necessary English language 
instruction in time to start their 
training in the United States not 

later 	than September 1986. These 

candidates should receive training 

in agricultural production economics 
and farming systems research 
methodology, and in agricultural 

policy analysis and sector planning, 

respectively. Both should be 
encouraged to develop a strong 
background in livestock-related 

a minor field of study,sciences as 

9. 	 Que le second element cle de la
recherche soit la modelisation des 
rystemesede commercialisation de 

de commercialisation de 
btail. 

10. 	 Que le volet continue a servir de 

cellule d'appui au niveau de laet de l'evaluation des 
etudes d'interventions techniques du 
Projet et de l'experimentation sur le 
terrain etant donne qu'elles sont 
proposees et e::ecutees pour les autres 

valets du Projet. 

II. 	 Que la responsabilite de l'assemblage 
et de la publication des plans annuels 
de travail et des rapports d'activites 
trimestriels et annuels du Projet soit 
assignee au Directeur du Frojet et au 
Chef d'Equipe de Tufts University. 

E. 	 Modifications Proposees qui Pourraient 

Ncessiter une Reorientation du Projet 

L'Equipe d'evaluation a propose les 
modifications suivantes qua pourraient
mdfctossiatsqipurin 

une reorientation du Projet par l'AID 
et le Gouvernement du Niger. 

I. Que la poste d'economiste principal 
expatrie du volet soit maintenu jusqu'a 
la fin du Projet, c'est-a-dire juin 1988, 

l cin u e oe remen d8 
condition que le Gouvernmement du 

Niger designe un homologue competent. 

2. Gue l'on identifie deux candidats pour 

une formation au niveau Masters en 

6conomie et qu'ils rEgoivent leur 
en langueformation ncesaire 

anglaise en temps opportun pour 

commencer leurs etudes aux USA en 

september 986 du plus tard. Ces 

candidats devront recevoir une 

formation en 6conomie de production 
animale et mthodolgie de recherche 

sur les systemes de culture, et en 
analyse de politique agricole et 
planification seciorielle, 

Tous deux doiventrespectivement. 
etre encourges a acquerir des 
connaissanceo approfondies en 
sciences relatives a l'elevage 
parallelement a leur domaine de 
specialisation. 
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In addition, at least two additional 
Inadditiate suldea iti 
candidates should receive 
university-level, non-degree 
training in computer coErations, 
systems maintenance, and computer 
programming. These candidates 
should also be selected and placed 
in English language, as necessary, 
so as to start their instruction inthe Un!+i. d States not later than 
Septemuv' S9a6. 

Par ailleurs, au mains deux autres 
candidats devraient recevoir une 
formation universitaire non 
sanctionnee par un diplome dans les 
domaines concernant le travail sur 
ordinateur, la maintenance des 
systemes et la programmation sur 

ordinateur. Ces candidats devraient 
igalement etre selectionnes et, ai 
besoin, autorises suivre une 
formation en langue anglaise pour 
commencer leurs etudes au:. USA en 
septembre 1986 au plus tard. 
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5. HUMAN RESOURCES DEVELOPMENT 

A. Obectives of the Component 

The human resources development 
component was to have fully integrated 

Project activities in public health, human 

nutrition and adult education with other 

Project activities and supported thereby the 

development of the Herder Associations and 

Pastoral Centers. 

As stated in the Project Agreement, there 

was general agreement at the start of the 

Project that injury and disease among 

herders and their dependents affected 

livestock production. However, the overall 

extent of these impacts, the proportional 

contributions of specific diseases, or of 

seasonal variations in illnesses and 

malnutrition on herder output were not well 

defined. The Project's approach to defining 

these problems, therefore, was to have been 

similar to that for the technical components 
- i.e. it was to have been a prccess approach 

wherein health problems believed to have 

major effects on herder capability were to be 

defined, practical interventions proposed and 

field-tested, evaluated with both technical 

and socio-economic criteria, and then, where 

appropriate, fully implemented with the 

target populations. 

The initial practical measures undertaken 
by the Project were to have been aimed at 

strengthening the health services 
infrastructure in the Project zone in order to 

afford stronger liaison between government 

health officials, herders and Project health 

personnel, and to begin to develop credibility 

for subsequent efforts in public health. In 
this regard, two new discensaries were to 

have been established in Tofemanir and 
Amaltaltal to e;:pand e;xisting nealth 
networks and to emphasize the relationships 
to the development of the Project Pastoral 
Centers in these market sites. The system 
for training herders as health au;iliaries 
was to have been broadened and 
strengthened. More intensive training in 
teachina methods was to have been provided 
for the government nurses at the Pastoral 
Centers who were to be responsiDle for 
training the auxiliaries. Initial training of 
au:iliaries by the nurses was to emphasize 
basic recognition of the most common health 
problems, application of simple treatment 

5. Developpement des Ressources Humiines 

A. Obiectifs du Volet 

Le volet Ddveloppement des Ressources 

Humaines devait avoir pleinement integre les 
matiere de sante publique,activites du Projet en 

nutrition humaine et l'education aux autres 

activites du Projet et contribue de ce fait I la 

dynamisation des GMP et des CF. 

Comme l'indique l'Accord du Pro Jet, il y avait 

au debut du Pro jet un consensus general qui 

stipulait que les blessures et maladies 

survenant chez les eleveurs et leurs familles 

avaient un impact sur la production du betail. 

Toutefois, la portee generale de cet impact, les 

contributions proportionnelles des maladies 
ou des variations saiscnnieresspecifiques 

concernant les maladies et malnutition sur le 

rendement de l'eleveur, n'etait pas bien definie. 

L'approche adoptee par le projet pour definir ces 
fait avoir ete analogue aproblemes devait de ce 

celle des volets techniques, c'est-a-dire, elle 

devait etre une approche selon laquelle les 

problemes sanitaires qui, estime-t-on, ont un 

important impact sur la capacite de l'eleveur 

devaient Otre definis, des interventions 
devaient etre proposees, testees sur le terrain, 

dvaluees avec des criteres techniques et 

socio-economiques et devaient par la suite etre, 

au besoin, pleinement mises en oeuvre avec les 
populations cibles. 

Les premieres mesures pratiques prises par le 

Projet devaient viser a renforcer 
l'infrastructure des services de sante de la zone 

du Projet pour assurer une meilleure liason 

entre les responsables de la sante, les eleveurs 

et le personnel sanitaire du Projet, et pour 

commencer a instituter une certaine credibilite 
pour les futures activites ' entreprendre dans 

le domaine de la sante publique. A cet effet 
deu:: nouveau:: dispensaires devaient etre crees 

1 Tofemanir et Amataltal pour etendre les 

rdseaux sanitaires e;:istants et mettre l'accent 

sur les rapports avec les Centres Patoraux du 

Projet. Le systeme consistant a former les 
eleveurs pour en faire des auxiliaires de sante 
devait etre dispenses au;t infirmiers d'etat aes 
CP qui devaient assurer la formation des 
auxiliaires. La formation des auxiliaires par 
les infirmiers devait mettre l'accent sur la 

reconnaissance de problemes sanitaires le plus 
communs, l'application des procedures de 
traitement simple concernant la fievre, la 
diarrhee, les maux des articulations, les 
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procedures for fever, diarrhea, joint pains, 
eye infections, and wounds. As more 
advanced knowledge of specific diseases was 
developed through Project studies, their 
recognition and management was to have been 
taught to the nurses and, in turn, to the 
auxiliaries. 

In addition, the health auxiliaries were to 
have been taught basic record-keeping 
methods which did not require literacy so 
that they might serve as a first stage in an 
alternative system for notification of 
unusual rates of occurence of problems 
related to health and nutrition. Active 
collaboration and an exchange of 
responsibilities between veterinary and 
human health auxiliaries was also to have 
been attempted. 

Systems for improved maternal and child 
care for pastoral women were to have been 
developed by the Project staff in 
collaboration with Ministry of Health nursing 
and midwifery personnel. Techniques for 
improved birthing and infant sanitation were 
to have been tested and implemented as 
acceptable approaches were found. 

Studies were to have been conducted 
emphasizing the recognition and improved 
management of those conditions most 
strongly inhibiting to herder capacity to 
carry out livestock production tasks. Studies 
of human nutritional needs were to relate to 
energy requirements on a seasonal basis and 
to the potential effects of Project 
interventions - e.g. centripetal grazing, 
haying and ancillary cereals purchasing - on 
nutrition. Analyses of the effects of more 
specific diagnoses and effective management 
of conditions like fever, arthritis and 
coughing were to have been conducted in a 
controlled manner and their effects on 
livestock management and production 
measured. Moreover, intensified 
development of the Herder Associations was 
seen as a possible opportunity for increased 
disease transmissions. These possible 
e'fects were to have been observed and 
analyzed and appropriate control measures 
were to be devised as necessary. Existing 
vaccination practices in the Project zone were 
to have been evaluated and the potential 
effectiveness of alternate delivery systems 
and different agents measure' in small-scale 
trials. The possible integration with 

infections des yeux et les plaies. A mesure 
qu'une meilleure connaissance des maladies 
spicifiques est assureee grace aux etudes du 
Projet, leur reconnaissance et gestion devaient 
etre enseignees aux infirmiers qui a leur tour 
les enseigneraient aux auxiliaires. 

Par ailleurs, ou devait apprendre aux 
auxiliaires de sante les methodes 
fondamentales de tenue des registres qui 
n'exigeraient pas d'alphabetisation; ainsi, ils 
pouraient servir de premiere etape dans un 
autre systeme de nofification des taux 
inhabituels de manifestation do problemes 
relatifs a la sante et a la nutrition. Une 
collaboration active et un ecnange d'avis entre 
les veterinaires et les auxiliaires de sante 
humaine devaient aussi etre essayes. 

Les systemes de soins maternels et 

infantiles ameliores en zone pastorale devaient 
tre mis au point par le personnel du Projet en 

collaboration avec les infirmiers et 
sages-femmes du MSP/AS. Les techniques 
concernant l'accouchement ameliore et l'hygidne 

de l'enfant devaient etre testees et mises en 
oeuvre A mesure que des approches acceptables 
Otaient trouvees. 

On devait entreprendre des etudes mettant en 
relief la reconnaissance et la gestion amelioree 
des conditions qui entravent le plus 'aptitude 
des eleveurs Arealiser les travaux lies I la 

production du betail. Les etudes de- besoins 
nutritionnels humains devaient etre liees aux 
besoins d'6nergie sur une oase saisonniere et I 
l'impact eventuel des interventions du Projet ­
exemple pature centripete, la fenaison, l'achat 

de cereales d'appoint - sur la nutrition. Les 
analyses de l'impact de diagnostic plus 
specifique et la gestion efficace des probl~mes 
tels que la fievre, l'artnrite et la toux devaient 
etre realisees de maniere controlee et leur 
impact sur la gestion et la production du betail 
devait etre mesure. Par ailleurs, on estimait 
que la creation intensive de GMP pouvait 
constituer une occasion de transmission accrue 
de maladies. Ces impacts eventuels devaient 
Otre observes et analyses et on devait au besoin 
formuler des recommandations ccncernant les 
dispositions d' prendre. Les techniques de 
vaccination qui existent dans la zone au Projet 
devaient evoluer et ['efficacite eventuelle des 
autres systemes de vaccination et des 
differents agents devait 6tre mesuree grAce A 
des essais sur une echelle reduite. 
L'integration 6ventuelle avec les activit~s 
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proposed veterinary disease control efforts 
was also to have been examined and 
introduced on a trial basis if deemed 
feasible. 

The keeping of Herder Association 
inventories and financial records and the 

dissemination of information and animal 

health services was seen in the Project 
Agreemment to require basic literacy and 

numeracy skills for Herder Associations. 
This Project component, therefore, was to 

assist the National Literacy Service in the 

conduct of various functional literacy, 
post-literacy, and extension education 
activities at each Pastoral Center. 

The literacy program was to have been 
targeted at the elected representatives of 

each Herder Association, who were deemed to 

have the greatest need for such training. 
Training was to have started with a basic 
system of accounting and have proceeded to 

reading and writing in Fulfulde and/or 
Tamasheq. Graduates of these introductcry 
training sessions were envisioned to be the 

teachers for literacy and numeracy trainees 
in their respective herder camps. 

The methodology for training teachers of 

literacy in Fulfulde and Tamasheq was 
thought to be under development by the 

National Literacy Service at the start of the 
Project. As a consequence, it was 
anticipated that teachers would be recruited 
and assigned to the Project zone, teaching 
materials would be published in the two local 
languages, and pilot literacy courses would 
be offered in the first year of the Project. 
The program was then to have been evaluated 
and expanded to provide literacy programs 
for successive Herder Associations. 

Subsequent to the signing of the Project 
Agreement, the Project was asked to develop 
an Emergency Drought Strategy and a plan 
for reallocation of Project resources for 
drought-related relief and development 
actions. The Human Resources Development 
Component was to have been a contributor to 
both the formulation and implementation of 
this strategy and plan. 

proposees concernant la lutte contre les 

maladies animales proposees devait egalement 

etre examinee et introduite sur une base 
d'essai. 

Selon l'Accord du Projet, la tenue des 

registres financiers et d'inventaire des GMP et 

la diffusion des informations sur les techniques 

ameliorees de production de betail et les 
et animale exigeaientservices de sante humaine 


de la part des GXP un niveau primaire
 
Ce volet du Projet devait, par
d'alphabtisme. 

consequent, aider le Service de 
V'Alphabetisation a realiser l'alphabetisation 

fonctionnelle, la post - alphabetisation et les 

activites de vulgarisation au niveau de chaque 
centre pastoral. 

Le programme d'alphabetisation devait Otre 

oriente vers les representants chosis de chaque 

GHfP qui, estime-t-on, avaient le plus besoin de 

cette formation. La formation devait demarrer 
avec un systeme comptable de base et se 

poursuivre avec la lecture et l'ecriture en 
Fulfulde et/ou en Tamasheq. Les diplomees de 

ces sessions de formation devaient devenir, 
dans leur propre campement, les formateurs de 

ceux qui veulent apprendre A lire et a ecrire. 

La methodologie de la formation des 

formateurs en Fulfulde et Tamasheq devait etre 

elaboree par le Service de l'Alphabetisation des 

le debut du Projet. De ce fait, ii etait prevu que 

les formateurs seraient recrutes et affectes 
dans la zone du Projet, que le materiel 
pedagogique serait publie dans les deu. langues 

nationales et que les cours d'alphabetisation 
pilotes seraient dispenses pendant la premiere 

annee du Projet. Le programme devait etre 
evalue et elargi pour assurer des programmes 
d'alphab6tisation au ! GMP a venir. 

Apres la signature de l'Accord du Projet, le 

Projet devait flaborer une Strategie d'Urgence 
de lutte Contre la Secheresse et un plan 
d'urgence de re-affectation des ressources du 
Projet pour les aztivites d'aide et de 
developpement liees A la secheresse. Le volet 
Developpement des Ressources Humaines devait 
contribuer A la formulation et a l'execution de 
cette strategie et de ce plan. 
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B. Accomplishments to Date 

With respect to the objectives stated 

above, the first dispensary was to have been 

started within six months of the beginning of 

the Project, and the second during the second 

year. As of now, no construction has 

occurred. However, dispensary sites have 

been chosen, construction plans approved and 

bids sought. Construction is projected to 

begin in the very near future. Finally, it 

should be noted that the Amaltaltal location 

was changed to Nguigrane where there was a 

greater herder population. 

The training of nurses, who in turn were 
to train the herder health auxiliaries, began 

with 	a conference in Tahoua in January 1985 

discussing primarily the organizatiun of 

health workers in the refugee sites in the 

pastoral zone. This ccnierence included 

twenty-four participants, with two from the 

Ministry of Public Health and Social Affairs 

(MPHSA), three from the Departmental 
Directorate of Health (DTDH) in Tahoua and 

their assistants responsible for village 
health teams (VHTs), plus ten nurses from 

medical districts and rural dispensaries in 

the Project zone. A second similar 
conference, including twenty-four nurses, 
physicians, and assistants from the three 
Departments in the Project zone, was held in 

July 1985 in Agadez. A third conference was 
scheduled for October 19'5 in Tahoua but was 
postponed because ot the conflict with this 

present evaluation. 

The initial training of health auxiliaries 
by nurses concerned itself primarily with the 

recognition of the most frequent and basic 
health problems in the pastoral zone. In all, 

forty-seven male health assistants and 

forty-nine maternity assistants were trained 
in the drought refugee camps. Priority was 
given to members of the Herter Associations 
already in existence or being organized. The 
ninety-six health auxiliaries thus were 
trained in sessions as follo,.Vs: 

.	 Department of Agadez: 13 male 
health assistants and 13 maternity 

assistants; 

2. 	 Department of Maradi: t4 male 
health assistants and 17 maternity 
assistants;
 

B. Proqr~s r4alises a ce Jour 

Quant 	aux objectifs susmentionnes, le 
premier dispensaire doit avoir demarri dans les 

au cours6 premiers mois du Projet et le second 
A ce jour il n'y a eu aucunde la deuxieme annee. 

travail de construction. Toutefois, les sites 

des dispensiares ont ete choisis, les plans 

approuves et les appels d'offres lances. La 

construction doit demarrer dans un procne 

avenir. Enfin, il convient de souligner que le 

site d'Amaltaltal a ete change au profit de 

Nguigrane qui a un plus grand nombre 
d'eleveurs. 

La formation des infirmiers qui a leur tour 

devaient former les auxiliaries de sante a 

demarre avec le seminaire organise a Tahoua en 

janvier 1985 avec 'examen de l'organisation des 

agents de sante operant sur les sites de 

regroupement de population de la zone 

pastorale. Ce seminaire a regroupe 24 

participants, 2 du MSP/AS, 3 de la DDS A 

Tahoua et leurs adjoints charges des ESV, plus 
et des10 infirmiers des centres medicaux 

dispensaires ruraux de la zone du Projet. Un 

autre 	seminaire analogue, regroupant 24 

infirmiers medecins et adjoints DDS des 3 

departements de la zone du Projet a eu lieu en 

juillet 	19:';5 A Agadez. Un troisieme seminaire 
etait prevu pour octobre 1985 a Tahoua mais a 
et reporte a une date ulterieure a cause de la 

concomitance avec la presente evaluation. 

La premiere formation des auxiliaires de 

santd par les infirmiers Otait ax ee sur la 
reconnaissance des problemes de sant6 les plus 

frequents et fondamentaux de la zone pastorale. 
Au total, 47 secouristes et 49 matrones ont ete 
formes sur les sites de regroupement de 

auxpopulations. La priorite etait accordee 
membres des GMP qui existent dejA ou sont en 

creation. Les 96 auxiliaires de sante 6taient 
formes en sessions comme suit: 

1. 	 D~partement d'Agadez: 13 secouristes 
et 13 matrones 

2. 	 Maradi: 14 secouristes et 17 matrones 

3. 	 Tahoua: 20 secouristes et 19 matrones 

Ce total represente 48 pour cent des 200 

auxiliaires que le Projet comptait former en 5 
ans. 
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m oLes 
health assistants and 19 maternity 
assistants a 

This total represents 48 percent of the 200 
auxiliaries that the Project hoped to train 
during its five years. 

More precise diagnostic and control 
methods that were to be taught to the 
nurses, and then to the auxiliaries, centered 
upon nutritional surveys. Other 
epidemiological studies have not yet been 
undertak<en although a malaria study is 
presentlyLe 

The health auxiliaries have learnod to 
maintain records, even though illiterate, by 
means of a national system of illustrated 
notebooks and simple counting. This 
procedure appears to have been successful. 

The concept of health and veterinary 
auxiliaries sharing responsibilities has 
proven not to be feasible. 

Improvement in primary care and hygiene 
of the newborn was based primarily on the 
ability of the maternity assistants to care 
for the umbilical cord in a hygienic manner. 
Herders, at least among the Totiareg, have 
requested the maternity assistant's help 
during childbirth after observing that 
uwbilical cord infections no longer occured 
when proper hygiene was used. 

Nutritional studies to determine energy 
requirements on a seasonal basis for 
herders, as well as the effect of various 
proposed Project interventions, have not 
been carried out to date. However, secondary 
to drought relief efforts, nutritional surveys 
were conducted in the towns of Kao, 
Tchintabaraden, and Kornaka. Nutritional 
surveillance is being carried out regularly in 
several pastoral zone locations. 

Other studies that have not been 
completed as yet include the assessment of 
the value of more precise diagnostic and 
control methods for certain common 
symptoms, and the measurement of possible 

increased infectious disease transmission 
secondary to the organization of the Herder 
Associations. 

mithodes plus precises de diagnostic et 
de controle qui devaient etre enseigndes aux 
infirmiers et ensuite au:. au::iliaires, etaient 

axes sur les etudes nutritionnelles. D'autres 
e6dtudes epidemiologiques n'ont pas encore 

entreprises bien qu'une etude soit en cours sur 
le paludisme. 

Les auxiliaires de sant6 ont appris Atenir 
les registres, bien qu'etant illetres, grice un 
syteme national de manuels illustres et le 

simple calcul. Cette procedure semble avoir 
connu du succes. 

concept d'auxiliaires de sant et
 
vetdrinaires se partageant les responsabilitis
 
na pas pu etre realise.
 

L'amlioration des premiers na et de 
lhygiene des nouveau:-nes - n'6tait basde sur 
l'aptitude des matrones a prendre soin du cordon 
ombilical de maniere hygienique. Les eleveurs, 

au moins les Touareg, ont demande l'aide des 
matrones pour l'accouchement apres avoir 
constate que les affections du cordon ombilical 
ne survenaient plus quand des methodes 
hygdniques etaient utilisdes. 

Les dtudes nutritionnelles pour d6terminer 
les besoins en energie des eleveurs sur une 
base saisonniere, ainsi que l'impact des 
differentes interventions proposees n'ont pas, A 
ce jour, dte realisdes. Toutefois, suite aux 
conditions de la secheresse, des etudes 
nutritionnelles ont 4te realisees a Kao, 
Tchintabaraden et Kornala. La surveillance 
nutritionnelle est rdgulierement faite dans 
plusieurs localites de la zone pastorale. 

Parmi les autres etudes que n'ont pas encore 
ete acheves nous avons 'ecvaluation de la 
valeur des methodes plus precises de diagnostic 
et de controle concernant certains symptomes 
courants et l'evaluation de la transmission 
6ventuelle accrue de maladies infectieuses 
rdsultant de la creation des GMP. 

Une etude sur les techniques de vaccination 
et la valeur potentielle des autres systemes 
avait egaleinent ete envisagee mais, a ce jour, 
seule une 6tude superficielle a dte faite durant 
le recensement des eleveurs a VornaRa. Durant 

ce rencensement, les scarificailons de la 
vaccination BCG ont ete verifiees. 



A study on vaccination practices and the 

potential value of alternative systems also 

was envisaged but to date only a superficial 

survey has been carried out during a census 
of herders in Kornaka. During this census,BCG vaccination scars were checked. 

To date, no Nigeriens have received health 

training at institutions outside of Niger. 

It was anticipated at the start of the 


Project that human health personnel would 


include one e::par+-ate physician on site for 


the first three Froject years and a Nigerien 


counterpart on site for Project years 3, 4 and 
5. The Nigerien counterpart was to have 

become the head of the health section within 

the Project for the last tvwo years of its 

existence. In fact, the e::patriate physician 

arrived in October 1934 and no Nigerien 

counterpart has been named as yet. 

The emergency drought plan, not originally 

anticipated in the Project Agreement, has 

provided direct relief to drought victims 

through provision of health materials and a 

high level of intervention with malnourished 
children as well as with pregnant and nursing 

mothers. Materials supplied included 
medications valued at $22,000, 3000 liters of 

high calorie vegetable oils, 2250 kilograms of 

soap, fuel fo' health service vehicles, baby 
scales, and measuring tapes. Nutritional 
supplements were given daily to those who 

needed them, This work was carried out by 
the maternity assistants with the assistance 
of Peace Corps Volunteers and under the 
supervision of the dispensary nurses. Large 
amounts of CSM - i.e. corn meal, soybean oil 

and powdered milk - distributed through 
CARE wer'. used in feeding programs. The 
International Red Cross also supplied high 
protein vitamin cakes for this effort. The 
sites where these nutritional rehabilitation 
efforts were observed showed evidence of 
excellent cooperation and good results. 

With respect to the objectives of the 
functional literacy activities, essentially 
nothing has been accomplished to date, with 
the exception of a visit to the Project zone of 

one week by a team of specialists from the 
National Literacy Service. This visit took 
place recently and no official report has Yet 

been issued. Project reports, however, 
indicate that the team, accompanied by 
Project personnel, visited the three 

A ce jour, aucun nigerien n'a re;u une
 

formation sanitaire dans des institutions de
 

formation 1 l'exterieur du Niger.
 

p l d eaine comet u unn 
personnel de sant6 humaine comprendrait 

rvedecin expatrie sur le terrain pendant les 3 

premieres annes du Projet et un homologue 

nigerien peidant !es 3eme, 4eme et 5eme anndes 
du Projet. L'homologue nigerien devait devenir 

le chef df: la section santO du Projet pendant les 
En fait le medecin expatrid2 dernieres annees. 

s enest array octobre 1984 et L ce jour aucun 

homologue nigerien n'a ete designs. 

Le plan d'urgc -. de lutte contre la 

secIeresse, qui n'etait pas prevu dans l'Accord 
aux victimesdu Projet, a fourni une aide directe 

de la secheresse grace a la fourniture du 

materiel sanitaire et a un haut niveau 

d'intervention aupres des enfants malnourris, 
des femmes enceintes et des meres allaitantes. 

Le materiel octroye comprenait des produits 

evalues A$22,000, 3000 litres d'huile vegegale a 

haute teneur en calorie, 2250 Vg. cde savon, du 

caraburant pour les vehicules du Service de la 

Sante des pese-beoes et des toises. Des 

supple.nents nutritionnels etaient 
quotidiennement distribuds aux necessiteu:.. Ce 

travail etait realise par les matrones assisteies 
des Volontaires du Corps de la Pain et 

supervis~es par les infirmiers des dispensiares. 
De grandes quantites de repas a base de miis, 

de soja et d'importantes quanties de lait 
distribuees par le biais de CARE ont ete 

utilisees pour les programmes d'alimentation. 
La Croix Rouge Internationale a egalement 
fourni des gateaux a haute teneur de proteine 
clans le cadre de cette activite. Les sites ou ces 

activit~s de rdhabilitation nutitionnelle ont ete 

observees ont fait preuve d'une excellente 
cooperation et ont obtenu de bons resultats. 

Concernant les objectifs des activites de 

l'alphabetisation fonctionnelle, rien de 
jour, a l'exception' fondamental n'a 6t6 fait Ace 

d'une visite d'une semaine dans la zone du 
Projet effectu6e par une equipe de specialistes 
du Service National de l'Alphabetisation. Cette 
visite s'est deroulee recemment et aucun 
rapport officiel n'a encore et6 soumis. 
Toutefois, selon les rapports du Projet, 
l'equipe, accompagnee du personnel du Projet a 
visita 3 departements de la zone, c'est-a-dire 
Maradi, Agadez et Tahoua, et a souligne une 
strategie d'alphab~tisation e::perimentale. 
Cette strategie entraine une operation pilote 
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- i.e.Departments within the Project zone 
- and outlined aMaradi, Agadez and Tahoua 

This strategytentative literacy strategy. 

entails a pilot operation at two sites - i.e. In 


The languages ofGall and Abalak(. GT l 

instruction are to be Tamasheq and Fulfulde. 
The students are to be the office holders of 
the Herder Associations and the auihldriso 

the erde Assciatonste auiliaieraisend 

for human and veterinary health. The pilot 

ooeration is not• yet budgeted but it is 

tentatively proposed that the courses will be 
for three months' duration with three hours 
daily of instruction. The component 
anticipates that implementation of the 

functional literacy activities will start by 

the end of 0,35. 

No long-term training in the United States 

has been accomplished with respect to 

literacy programs. 

As to the general integration of the 

Project component with the local literacy 

service representatives, the representatives 
in both Tahoua and Agadez stated that they 

had not been consulted by the Project 
personnel on the functional literacy 

activities. The Agade: representative stated 

that his service can intervene at any 

organizational level with the herders. His 

counterpart in Tahoua, however, stated that 
there are currently no Fulfulde teachers in 
his area of responsibility and that no 

are availablepedagogic materials in Fulfulde 
to him. 

Finalywit he EergncyToutefois,Finally, with respect to the Emergencyresectto 

Drought Strategy and operational plan, there 

were no specific plans to enjoin functional 

literacy activities with the other drought 
relif atios.he ofthel'alphabetisationoweer, isirelief actions. However, the visit of the 

National Literacy Service team to the Project 

zone apparently produced a tentative 
recommendation that functional literacy 

instruction be given to "a few Herder 
Association grouped around sedentary 
agriculture sites or camps", as cited in the 
Project quarterly Activities Report for 
July-September 19:.35. 

C. Analysis and Conclusions 

With respect to the human health 
objectives under this component, the 

dispensary construction was delayed in the 

first instance because AID rejected the first 

set of construction plans from the 

sur deux sites: In Gall et Abalak. Les langues 

d'enseignement sont le Tamasheq et le Fulfuld6. 

Les elves sont censes Otre les responsables 

des GrP et les auxiliaires de sante humaine et 
v~trinaire. Cette operation pilote n'est pas 

encore budgetisee mais on propose que les cours 
dureront 3 mois a raison de 3 heures 
d'enseignement par jour. Le volet prevoit que la 

en oeuvre des activites relatives
 
1'alphab rts f ctionnel e a re ron
 

I'alphabetisation fonctionnelle demarreront
 
avant fin 0,985. 

Aucune formation a long terme aux USA n'a 
te realisee dans le cadre des programmes

d al isan. 

d'alphabdtisation. 

Quant A l'integration du volet du Projet avec 

les representants locaux du service de 

l'alphabtisation, les reprsentants aussi bien 

ATahoua qu'a Agadez ont declare qu'ils 
n'avaient pas ete consultes par le personnel du 

Projet sur les activites de l'alphabetisation 
afonctionnelle. Le representant d'Agadez 

declare que son service peut intervenir a 

n'importe quel niveau organisationnel avec les 

6leveurs. Toutefois, son homologue de Tahoua a 

affirme qu'il n'y a pas actuetement 
sa region etd'enseignants de Fulfulde dans 

qu'il ne dispose d'aucun manuel pedogogique en 

Fulfulde. 

Enfin, en ce qui concerne 'dStragegie de 

opdrationnel, il n'existe aucun plan specifique 

pour etablir des liens entre les activites 
d'alphabetisation fonctionnelle et les autres 

activites d'aide relatives a la secheresse.la visite de l'equipe du Service
 
Nt i l l a e Istin e du r e
 

National de l'Alphabetisation Ala zone du ProJet 

a apparemment produit une tentative de 

recommandation demandant que Von dispensefonctionnelle a "quelques CJMP 

groupes autour des sites ou camps d'agriculture 

sedentaire" comme indique le Rapport 

d'Activites trimestriel du Pro jet couvrant la 

priode juillet - septembre 19L:5. 

C. Analyse et Conclusions 

Concernant les objectifs de sante humaine de 

ce volet, la construction des dispensaires a etO 

retardee en premier lieu Parce que I'AID a rejete 

Ia premiere serie de plans de construction 
provenant du Gouvernement du Niger et a mis 

l'accent sur des plans architecturaux beaucoup 

plus a jour. Ces nouveaux plans n'ont 6te 

acceptes par l'AID qu'en septembre 1985. Le 
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moreGovernment of Niger and insisted upon 

uoe architectural plans. These new 
n ew
up to date acted by AID 

plans were not accepted by AID until 
September t9of5. The second problem
concerned the policy of the Ministry of 

Planning on new dispensary construction. 

Essentially, this policy states that no new 

health facilities should be built until such 

time as additional trained nurses can be 

made available to staff the facilities.atpresntUnfotuntely inanialauxUnfortunately, at present financial 

constraints at the national level have 

severly limited the government's ability to 

train and employ enough nurses to meet the 
country's evident health neeas,.at 

can beNevertheless, if the staffing problem 

resolved, the construction of the two 

despensaries in the Project zone should have 

a positive impact on the efficiency of health 
This is socare delivery in the pastoral zone. 


not only because they will ensure that aler 


dispensary is available to each of the 


projected eight Pastoral Centers, but also 

because they should aid in maximizing health 

auxiliary effectiveness by putting nursing 

supervisors closer to their student
 

auxiliaries.des 


The two conferences devoted to nurse 

training gave the participants a good base 

for training and supervision of the health
Theauxiiares.Thefirstirs conference wasas heldauxiliaries. coferece eldBien 

within three months after the Project's 
e:xpatriate physician arriw~d in Tahoua. 

Even though ninety-six health auxiliaries 

have been trained to date in three training 

sessions of two weeks each, only six Herder 
Associations were actually involved in the 

training. Therefore, many of the volunteer 

health auxiliaries were chosen from the 
For future training, since it 

Assoiatonswereactall invlve intheformations 

refugee sites. 
is not known to what extent anaat what rate 

the Herder Associations will be organized, 
the demonstrated ability to train and 
effectively use health auxiliaries in and 
through other social settings and groups 
seems very significant to us. 

With respect to the projected collaboration 
between the human health and veterinary 
auxiliaries in the Project, this has not proven 

to be feasible largely because the national 

public health policy for the pastoral zone is 
to distribute all medications free of charge, 
whereas veterinary products, exclusive of 

second probleme concernait la pohitique du
 
sujet de la construction
Ministere du Plan au 

des nouveaux dispensaires. Cette politique 
stipule qu'aucune structure de sante ne devra 
Otre construite avant qu'on ne puisse avoir
d'autres infirmiers formes pour y travailler. 

financieresalheuresement, lefors ore 
niveau nationl ont severementactuelles au 

limitees la capacite du Gouvernement a former 
r o r eet emplo a sse: d uinirm erS p 

au e oyn s sa niir m ie s u pays.
besoins sanitires manifestes du pays. 

Neanmoins, si le probleme du personnel peut 

Otre resolu, la construction de 2 dispensaires 
du Proet aurait un impact positifdans la zone 

sur l'efficacite de la prestation de services deln azn atrl.Si ns is
 

santd dans la zone pastorale. S'il en est ainsi 

non seulement parce qu'ils pourront assurer que 

chacun des 8 Centres Pastoraux sera dot6 dun 

dispensaire, mais parce qu'ils pourrunt aider a 

maximiser Vefficacit6 des auxiliairee de sante 

en mettant les superviseurs infirmiers a cote delvsuiiae. 
leurs 616ves auxiliaires.
 

Les deux seminaires destinees I la formation 
des infirmiers ont donne aux participants une 
bonne base pour la formation et la supervision 

auiliaires de sante. La premiere
 
conference a ete organisee 3 mois apres 

l'arrivee ATahoua du medecin expatrie du 

Projet. 

que 96 auxiliaires de sante aient a ce 

jour 6t6 formes en 3 sessions de formation de 2 
semainesetchacune, 6 GMP seulementrcneunI avaient prispr omto.~ 
part I cette formation. 1ar consequent, la 

plupart des auxiliaires de sante volontaires 

rtaient choisis a partir des sites de 

regroupement de populations. Pour les 

Avenir, etant donnO qu'on ne sait 
dans quelle mesure et a quel taux les GMP 

seront organiss, laptitude demortre Aformer 

les auxiliaires de santeet a les utiliser de 
maniere efficace dans d'autres structures etroupes sociau;nous semblpires importante. 

Quant A la collaboration prevue entre les 
auxiliaires vetrinaires et de sant6 humaine 
dans le Projet, elle s'est averee irrealisable 
surtout parce que la politique nationale de 

sante publique concernant la zone pastoral est 

de distribuer taus les medicaments 
gratuitement, alors que les produits 
veterinaires, a l'exception oes vaccins contre 

certaines maladies endemiques, sont vendus aux 
eleveurs. 
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vaccines for certain endemic diseases, are to 


be sold to heroers.
 

It has been noted that relatively little 

comoleted by


health research has yet oeend 

this component. The two major reasons for 

this are that the Drought, with 4,Tsrouht. ithmeoecin 
dislocation of the nerders and tne atenoant 


severe nutrltional prooiems, reolireo a
 

r e v s o n of; Pr oje ct o r o r ;ie i i.n r ce r -,;
 

thisare hattne 

meet the uroen nees, and tne 
o .cearrival of -,ne Frc-e2tse:oatria'e 


With re arc to t e se:o .' is, s_e, the 

n-ra:t o cr-:c t o tt e
pnysizian 'ad oeen c 

,eefulstart of the Fro.,ect oL ;ei::t w asno: 


to arrive in Nher Urtii veiclsarcialae tner36rre
n at t
necessar,,/ enuipment ,,e-e : a , 

enable him to . a:eouately. 
was no , u until tneNioeren counteroart 

thiro year of the Project. E.'en so the 
Govern-ment o4 N'iger, ,,1- :t-= sevel-eGovenmen 	o :tssevec-etudesNoer ~. 
shortage of cnysicians, nas not, arn is not 

iroely to maI(e a onysiriar available t: theProject on 	a full-time oasis over thelsinrirse
Pr~et'slie.les 

remainder oi !me Proje:-s hiE. 
remlner f .n 

oeer, tratItioalshuldes -e 
nutritional sturies _:*moieted on:- evthene
of malnutrition in :nilcrenr the oas'.oral 

zone served both as e::-silent nurse training 

and as a cuile .othe liaoncsis and treatment 

of malnutrition aroblems in the Zone. It is 
planned that nutr:tional surveys anc :aTientsurveillance will :on-:nue tnrouonot,* tr.e 

severe drouont corironsealiseesProject. IF the 

continue to decrease with mo-c norma: 

rainfalls, then tier nece researcn.
 

oarticulariv on infec-.ious .,iseases and t+.eir
Tdemarrerelationshios to hercer :r.-_uct,it.., shouldnettpa 
be carred o Jr b Mne:orr,.-,onen. 

E;ternal training or N:geriens in health 

has not been unoErta~en aartly DECaUse the 
Project ph~fsian was not available earlyProjctwsp~sicanavilabe ealy-,t 

enough to nelp to stimulate and guide tne 
selection process and, more recently, because 

icer olicy 	on e;:ter.al
the Government of 
training has not perritte foreign stud:', for 

staff except under very strict limitat:ons. 
Since July 19::5, these 'limitations nave 

included a prerecuisite that the candidate for 

training must nave been in is present grade 

for a minimum of five ,,ears and that staff
aoffertes theadvancement is foreseen after the end of 

training. It seems evident that this 
component of the Project is comple-ely 
stalled at present due to Government of 

c. valet n'a realis=I ieOe constate aue 
aucun travail de recherche. Les deux prin~iales 
raisons de cet .tat ce choses sont la secreresse 

que, avec sa dislocation des eleveurs et ses 

raves problemes ae nutrition, necessitait une 
revision de prioritss du Projist afin Oe reo:nore 
i des cesoins uroents, et Varni ice tardive Cu 

e::oatrie du Frojet. Ouanita la seconde 
atant ere. ecin avadt et. 

n_-t avait 	estime ou'il 
au Niger .usqu'4

demarrage 	:u Fr mazs 

n'etait eas necessaire 32 venir 

cue les venclles et tout le mater*el
necessaire 	-.e soien: ois-onioies :-our :ii 

ermettre c-e ravailer co rrcte ment. 

Le hm oloe r i er eree no 

la 3 m e ne- r o, s eret I 

ane CL Froet. La CIL 
1Ngaer, aye: sa grave oenurie oe meoe::ns na 

pas mis un mececin a ia ies:os:ton a. Proiet, et 

ne va issuremeit :a= le tairE. 

Toutefois, i' :cnvient de souioner cue 1cc 
nutritionneies reahsees su- la oase ce 

ea cu la orela nutritionhe:is 

pastoral on: servi de iormation rrlaire ourcuceoa:ueansice
infirmiers 	et De guine cua-., au on-agnostic et 

au traitement ces Qroblemes ce rrilnutrition 

dans la 7one. -i est prevu Due es=enouetes 
nutritionnelies et la surveillance oes malades 

oiet.se pou~suivent cendant tout l- di- .uree
5i lee condit~ons Ce Ia se:neresse :ontnuenY a 

luviomeriesEamlorer avec ucdreiour une 

n ore 	ar utres tr z recnere 
normal,, alo-ms d'iutres travau;' D~e rechierchiet 

notamment sut ma:oes ;esieteuses et ieur 
nammot ures maladies ire, -e ,e teur 
rao rt ave: la oroductivite Je leleveur devront 

oar c volet. 

La formation en matere ne sante aes 

Miaeriens 	&lexterieur cu oats n'a oat encore =r oartieconbcnteoarce mececin ;u Fro jetcue lecoort or 
n'etait pas ois-ponif-!e en trmus_ oo::orr_r Dour 
aider a stimuler et orienter le orccessus ce 

selection et tout rncerment, rarce zue Ia 

politicue du Nhger relative a la formaton a 
l'etranger ne oermet la forma:-on a l'etranoer ue sous rese ,rve ie conditions ;,ressr,ecfiiiues. 
ueus resee .c conditions re ne e 

Depuis juillet 19:1:5 ce= conditions comrennent 

d'avoir effectut un minimum de 5 ans dans son 

corps pour qu'un changement ce categorie soit 
prevu a la fin de la formation. Il semble que 

volet du Projet est comoletementmaintenant cc 
bloaue Acause de la oolitioue au Gouvernement 

du Niger, mais cue les cossibihtes cc formation 
doivent etre bientot examinees si elles 

doivent avoir un impact positi- sur la 

realisaiton des activites cu Fojet. 
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Niger policies but also that the proffered 
training opportunities must be undertaken 
very soon if they are to have any beneficial 
effect on Project implementation activities. 

The overall analysis of the human health 
activities 	in this component is that effective 
but somewhat limited progress has been made 
in meeting Project objectives and goals. On 
the other hand, thu-re has been an excellent 
response 	to the emergency situation created 
by the drought conditions. Both the 
originally 	planned and emergency activities 
were done 	in close collaboration with 
national and departmental health services 
and are very compatible with Government of 
Niger health policy. They are also in accord 
with primary health care principles asepuddby the W~orld Health Organization.
expounded bconcerant 

With respect to functional literacy 
activities, delays in achieving any tangible 
results are zttributed to the same reasons 
for delays in achieving Herder Association 
objectives. In this case, however, component 
personnel 	depended exclusively upon 
guidance coming from the National Literacy 
Service in 	Niamey and therefore had little or 
no contact with local representatives of this 
Service until the nationl team visited the 
Project in late August and early September 
1985. While local service representatives for 
extension, cooperative and literacy programs 
in Tahoua 	and Agadez Departments say that 
they work closely together in the respective 
zones on numeracy and literacy training 
programs, 	none of these agents was asked forhis advice 	and counsel by the Project
personnel. 

With reference to the functional literacy 
strategy outlined by the national team for 
the Project zone, it appears to be more 
adapted to agriculturalists and not herders, 
whose daily presence at classes for three 
hours seems ill-suited to realities of 
pastoral life. The proposed mixing of the 
sexes in the classes might also prove to be 
quite problematic. Moreover, the Project 
report states that the functional literacy 
activity is to be a pilot operation yet 
establishes no criteria for evaluation or 
integration with other Project objectives. 

Since no survey on literacy or numeracy 
aspirations among herders was made by 
either the Project or the national planning 

L'analyse globale des activites de santd 
humaine de ce volet est que des progres 
effectifs mais quelque peu limites ant 6ti 
rdalises pour atteindre les buts et objectifs du 
Projet. D'autre part, il y a eu une bonne rdponse 
k la situation d'urgence creee par la s~cheresse. 
Les activites initialement prevues et les 
activites d'urgence ant ete realisees en etroite 
collaboration avec les services nationaux et 
d~partementaux de Sante et sont tres 
compatibles avec la politique du Gouvernement 
du Niger en matiere de sante. Elles sont 
dgalement en accord dvec les principes des sains 
de santO primaires tels que definis par l'OMS. 

Concernant les activites de l'alphabtisation 
fonctionnelle, les retards accuses au niveau de 
a riauisaun de nsrs tangiblesattribues 	aux memes raisons que celles 

la realisation des objectifs des GMP. 
Toutefois, dans ce cas, le personnel du volet
 
dipendait exclusivement des directives
 
provenant du Service National de
 
l'Alphabetisation ANiamey et avait par
 
consequent peu ou pas de contact avec les
 
representants locaux de ce Service jusqu'A la
 
visite au Projet effectu6e par l'equipe nationale 
en fin ao0t - debut septembre 19$5. Alors que 
les repr~sentants locaux des services charges 
des programmes de vulgarisation, de 
cooperatives et d'alphabetisation a Tahoua et 
Agadez affirment qu'ils travaillent en Otroite 
collaboration dans les zones respectives sur les 
programmes d'alphabdtisation et, le personnel 
du Projet n'a contact6 aucun de ces agents pour 
avis et conseils. 

auant &la stratgie d'alphabtisationunt asraeed'lhbtain
 
fonctionnelle 6tablie par l'equipe national pour
la zone du Projet, elle semble mieu adaptee 
aux 
agriculteurs et non aux eleveurs dont la 
presence quotidienne aux cours pour une duree 
de 3 heures ne semble pas cadrer avec les 
realites de la vie pastorale. La proposition 
concernant le melange des deux sexes au niveau 
des classes peut egalement s'averer 
problematique. Par ailleurs, selon le rapport du 
Projet, l'alphabetisation fonctionnelle doit etre 
une activite pilote, cependant, il n'dtablit aucun 
critere pour l'evaluation ou l'intdgration avec 
lee autres objectifs du Projet. 

Etant donne qu'aucune etude sur les 
aspirations des eleveurs en matiere 
d'alphabetisation et d'enseignement du calcul 
n'a etd faite, ni par le Projet ni par l'equipe 
national de planification, l'activite pilote 
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team, 	the pilot operation outlined does not 
seem to address the issues of lancuaae 
preferences ­ i.e . H ausa , Djerm a , F ulfulde orco 
Tamashek - site and duration and composition 
of the proposed classes; or the advisability 
of only training Herder Association office 
holders or the auxiliaries versus offering 
instruction for all community members. 

Finally, the Project Agreement's 
assumption that extension activities, human 
and veterinary health services and the 
keeping of internal Herder Association 
records require literacy and numeracy skills 
by Herder Association members is now 
somewhat questionable given that all four of 
these activities continue to function without 
literacy or numeracy skills. Since the human 
and financial resources of the Government of 
Niger are being severly curtailed during this 
period of budgetary stress and program 
austerity ard the chances of fruitful 
collaboration on functional literacy for 
herders seem limited, we feel it may be wiser 
to curtail extension of the functional literacy 
activities and limit assistance to where it 
can be most efficiently used in the country. 

D. Recommendations 

The following recommendations are put 
forward by the evaluation team for 
implementation within the context of the 
existing Project: 

i. 	 That the human health activities of 
this component remain as a program 
of support within the Project and 
within the pastoral zone and that 
they emphasize particularly 
low-cost primary health care; 

2. That these activities, planned and 
executed in very close collaboration 
with Nicerien health service 
personnel, in support of such Herder 
Associations as can be organized by 
the Government of Niger on the 
understanding that the direct 
relationship between membership in 
these associations and the 
development of the health auxiliary 
services is very important to 
Association evolution and 
successful acceptance by herder 
families; 

6tablie ne semble pas resoudre les questions de 
preference linguistiques - Hausa, Dierma, 
FulfuldO, Tamasheq - de sites et de durde et lap s t n de cl s s r os s, u 
composition des classes proposees, ou 
l'ooportunite de me former que les responsables
des OMP ou les auiiiaires au lieu de despenser 
la formation a tous les membres de !a 
communaut6. 

Enfin, l'hypothese de l'Accord du Projet selon 
laquelle les activitees de vulgarisation, les 
services de sante humaine et veteriinaire et la 
tenue des registres des GMP necissitent de la 
part des membres des GMP des notions 
d'alphabotisaiton et de caicul, est actuellement 
discutable etant donne que toutes ces 4 
activits continuent Afon:tionner sans notion 
d'alphabetisation et de calcul. Etant donne que 
les ressources humaines et financieres du 
Gouvernement du Niger sont sevOrement 
reduites en cette periode de cortraintes 
budgtaires et de orogramme d'austerite, et que 

les chances de collaboration fructueuse 
concernant l'alphabetioation fonctionnelle chez 
les eleveurs semblent iri nouslaes, estimons 
qu'il serait plus sage de r.duire la vulgarisation 
des activites relatives i'.lohab.tisationfonctionnelle et de limiter l'assistance 2UX:, 

domaines o, elle peut etre plus benefique pour 
le pays. 

D. Recommardations 

Les recommandations ci-aorLs ont .te 
formul.es par l'equipe d'evaluation pour 
execution dans le cadre du Projet en cours: 

. Que les activites de ce volet relatives 

&la sant6 humaine demeurent un 
programme d'appui au niveau du Projet 
et de la zone pastorale et cu'elles 
insistent essentiellement sur les soins 
de sante orimaires AcoOt moderO; 

2. 	 (lue les activites, planifes soient 
realisees en etroite collaboration avec 
le personnel du Service de la Sante 
assistent le Projet dans i'organisation 
et i'aopui A autant de GMP que l'on 
puisse creer 6tant entendu oue le 
rapport direct entre les members de 
ces GMP et le develcopement des 
services des auxiiiaires de sant6 est 
tres necessaire a l'evolution et A la 
reussite des GMP; 
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3, That, recognizing the slow ororress 
to aate in the o-gan.4:at.,cn oi 
Herder ASsoci~tios and tn 
tnat this ratre o-; rrcgress may not 
accelera-ce siani.;icarmtl ove' tne 
balanice :- -E Fr-.Ject. worw sno-uld 
proceed in =c1acc:riaticr wi' tr~q 
coverrient hap1-6, Eer,-:cs, 4,7 

taxi~n a-c s:a'iein~-a~ti*~e~cn 
auxi:arlec :n .w,-aTever Socia. 
czm':e,: tna: mav oe available. 
inc."ucln: --- :or:V an 
socia- rzr a.::a:::: 

4. 	 Th:ru-::~ic~:a~asould 
c:-Imuz as :r7mc r=:nee'M= 
ir 	 the oas:a::ze. r zus: 

survillace i~ics:-: 

DOmUation C--l!Aue -z:_ _-cericne 
acce:'!ed SEtamoa-c, trie- the 
erne-ge-c,, Oan Sr)~ :e cc~tinued 
a t-re. e:t-

vrle.am: Sca: EC. ::n~ 
~be ':eenwtc~ec:-::. 

conC'A4t s: 

5. 	 That :tc :,:e1­

::1la_-oraT:3n witnrnte ntionral 


deveboz a na-:omai wte"l 
primarv r.ea. care m.m- - e~ 
pastoral ::7e. 7o tn- ~a 
national c: e-?nc=c s-ould "" 

orgnazc, 'i~cu:o-*rm tnenational 
Project, -z:e:.~ - -eivat 

seen 	accrconra~e c-:sus ­v:::,c:~ n 
Would ce 
Pf'ojec:s -:als arc:De::e 
incluce-

a. 	 The 7__ ckr a na in a. 
:castoral zone 	nea."Ch care 
s-trategy; 

b. 	 The oartic.aoaticrj :- the pivate 

sector in -iinancinc nealth care 

by, icr exar.:le, :atien-, 

cayment fcr medlicaticr-; 


C. 	 The training and sumervisaon oi 
nealth auxiliaries with.,r tne 
entire mastcrai Zone; 

3. 	 Etnt Oone Ia eneur au crogres 
realise ,;USC3U'-- CE JOu' iU rIVCaU de 
l'torganisation oes MFhe- le ~atCue c 
rythrne d'avancermnc re -- asBe ewe 
Considrabememr acc er= a'.jur du 
res~e de Ia :u e e l sictraviu;
Clvie' i2 
collaborrln- ze :e-= 

v~r':-~ 'a --ins I'es 
doma nS A - i e: oce 
suoervi-sion czac a~r.::7 :1-Sa.'e 
cue Ic =_m- c-:e'.:-r s :=: 
cz,"nors z~,...'=--- =_-a.,... 

uIasv -- :n e 
~r-= 

acm: :-23 : 
ncesal -:--= ai. 
ress-- c a i =-r 

:ea -

Dsr: r ­

snc-ae:c:ae.cc. 
d'urger.~c .-.--

ar 

e~''c 
=odz-aVZ 

oevracc:-:. a-:­

5. 	 'Que le zr, a-:::e 

sante6 c-erc-e a zs eb-- e­
tat:ema: 

)n~C~'ma~rea= :a'7s :a ::-r,­
mastcrals. A.:9~--c. 

:-vr_ -=- -Za 
oarticDma::cr:.-.c a-­

:ee ~~~ 
moa~ a. =:-a Cr7SO 
:0niormeB aul:.­
l.aes suiva -s :
 

a. 	 La necessite _,re
 
national :ra n l scins :
 
Bante 'Jar.*-.la:ns !:a;:c-aie;
 

b. 	 La Particita:-.n :u aeteUr C7'Ve
 
au iimance men:, :civ:tes ce
 
soins ce samn:6, oa *e :=­
paiemen+ dc-=e:aens~ i 
malad e; 

C. La -ormi-lac, et Iasucervision ces 
auxiiiaires cc sa"mtb sans 
l'ensemble de :-a :one zas-.mrale; 
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d. 	 The potential value of literacy 
programs as a vehicle for 
health education, particularly 
for those herders who 
presently are reticent to use 
non-traditional health care 
systems; 

e. 	 The value of increased use of 
the physical examination, 
beyond an elicitation of patient 
symptoms alone, in the 
development of more precise 
and specific diagnoses of 
illness; 

f. 	 The installation of an early 
alert system for health 

problems in the pastoral zone 
and the rapid deployment of 
resources against malnutrition 

and illnesses brought on or 
greatly accentuated by drought 
conditions. 

6. 	 That nutritional and epidemiological 
research should be continued in 
cooperation with national health 
authorities and in the measure that 
such research can be expected to 
lead directly to more effective 
primary health care interventions. 

With respect to the functional literacy 
activities, the following recommendations 
are advanced: 

I. 	 That a short-term consultation, 
with the terms of reference defined 
by AID and the National Literacy 
Service, 	be mounted by January 1986 
to study the special problems 
presented in pastoral communities 
vis-a-vis literacy programs. The 
consultant should analyze the 
viability of any proposed literacy 
programs in the contex:t of the 
present Proiect and its anticipated 
completion date. In addition, the 
consultant should detail the 
probabil:ties of the local literacy 
agents being able to sustain any 
literacy activities started by the 
Project; the status of pedagogic 
materials ard instructors for 
classes for males and females in 
local languaces; and the viability of 

d. L'importance potentielle des 
programmes d'alphabetisation en 
tant que vehicule pour assurer une 
sensibilisation sanitaire, 
notamment chez les eleveurs qui 
sont actuellement reticents a 
l'utilisation des systemes de soin 
de sante non-traditionnels; 

e. 	 L'importance de l'utilisation 
accrue de la visite medicale en 
dehors de l'identification des 
symptdmes du malade, daris 
l'etablissement des diagnostics 
plus precis et ex.acts; 

f. 	 La mise en place d'un systeme 
d'alerte pour les problemes de 

sante dans la zone pastorale et de 
deploiement rapide des ressources 
pour lutter contre la malnutrition 
et les maladies engendrees ou 
serieusement aggra,,eo par les 
conditions de secheresse. 

6. 	 Cue la recherche nutritionrelle et 
epidemiologique se poursuivent en 
collaboration avec les autorites 
nationales de sante e': jusqu'! ce que 
cette recherche puisse permettre 
d'identifier direcrement des 
inierventions de soins de sant6 
primaires plus efficace. 

Concernant les activites relatives A 
l'alphabetisation fonctionnelle, nous formulons 
les recommandations suivantes: 

i. 	 Qu'une consultation Acourt terme, avec 
des termes de reference definis par 
l'AID et le Service National de 
l'Alphabetisation soit entreprise avant 
janvier 1986 pour Otudier les problemes 
specifiques des communautes pastorals 
par rapport aux programmes 
d'alphabetisption. Le consultant devra 
analyser la viabilite de tout programme 
o'alphabetisation propose dans le 
cadre du Projet actuel et de la date 
prevue pour son achevement. Par 
ailleurs, le consultant devra detailler 
les probabilites selon lesquels les 
agents locaux d'alphabetisation 
peuvent soutenir toute activite 
d'alphabetisation entreprise par le 
Projet; l'existance de materiel 
pedagogique et des instructeurs pour 
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Ifunctional literacy programs within 
and outside the Herder 

Associations. 

2. 	 That long-term training - i.e. two 

persons for twelve months each - be 
provided for Nigerien personnel to 
develop professional skills to deal 
with the specific problems of the 
pastoral zone. 

3. 	 That the component disseminate to 
all local services - i.e. the Literacy 
Service, the Nigerien Union of 
Cooperatives, and the extension 
personnel - all materials and 
reports produced by the Project 

relating to training of herders and 
in particular with respect to 
literacy 	and numeracy training. 

E. 	 Proposed Modifications Which MiGht 
Reouire Project Redesign 

The following modifications in the Project 
are proposed by the evaluation team and 
might require project redesign by AID and theGovernment of Niger: 

1. 	 With a view to the obvious value to 

the Government of Niger of 
personnel well trained in public 
health and in clinical tropical 
medicine, the number of persons to 
be trained on a short-term basis ­
i.e. less than one year - should be: 

a. 	 Two persons in public health 
practice, including primary 
health care, for a total of, at 
least, nine person-months each,and; 

b. 	 One person in clinical tropical 
medicine and epidemiology for,
at least, four person-months. 

One person in human nutrition 
for, at least, nine 
person-months. 

c. 

This training should be started not 

later than early in 1986 in order for, 
at least, one of the trainees to 
return to Niger and take over the 
direction of the human health 

activities under this component by 

les classes masculines et f~minines en 
langue nationale; et la viabilitd des 

programmes d'alphabetisation 
fonctionnelle au sein et en dehors des 
GMP. 

2. 	 Que la formation A long terme - 2 
2. 	 soue or 1 mong terme - s 

personnes pour 12 mois chacun - suit 
assuree au personnel nigerien pour 

d~velopper des capacits techniques 
pour rdsoudre les problemes 
specifiques de la zone pastorale. 

3. 	 Que le volet distribue A tousles 
s evic eloca u eServic de 

servicesation,- e e 
l'Alphabetisation, I'UNC, et le 

personnel de vulgarisation - les 

manuels et rapports produits par le 

Projet sur la formation des 6leveurs 
notamment l'alphabetisation et 
l'enseignement du caicul. 

E. 	 Modifications Proposees qui Pourraient 
Necessiter la Reorientation du Pro jet 

Les modifications ci-apres sont proposeespar l'equipe d'e'aluation et pourraient 
nicessiter la reorientation du Projet par l'AID 

et le Gouvernement du Niger: 

I. 	 Considerant l'importance 6vidente des 
cadres bien formes en matiere de santO 
cadre bien ories e tir ae 
publique et en medicine trooicale 
clinique, le nombre des personnes A 
former a court terme, c'est-a-dire 
moins d'un an, devrait @tre comme suit: 

a. 	 Deux personnes formees en 
pratiques de sant6 publique, y 
compris lespoins de santeprimaires pour un minimum de 9 
personnes/mois; 

b. Une personne formet en mdicine 
tropicale clinique et en . 
apidemiologie pour un minimum de 

4 personnes/mois; 

c. 	 Une personne formee en nutrition 
humaine pour un minimum de 9 
personne/mois. 

La formation devrait commencer ds le 

d6but de l'annee 1986 afin de 
permettre a l'un des stagiaires de 

regagner le Niger pour diriger les 
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the time the expatriate physician is 
scheduled to leave the Project. 

2. 	 If the above training is undertakenin 1986, the present contract 
position for the e:patrite 
physician should be retained to 

physciansholdreaine toafinb 
a

allow sufficient overlap with 

Nigerien counterpart. The projected 
additional time needed is si;: 
months to one year beyond October 

16 	Ioctobre1986. If the present expatriate 

physician is not available for the 
additional contract period, a 

qualified full-time replacement 
should be recruited or, failing in 
that, a qualified consultant should 
be made available for frequent 
consultancy visits. 

3. 	 In the expectation that present 
Government of Niger financial 
constraints will continue and may 
even grow more serious over the 
balance of the Project, we believe it 

will be necessary for AID to assume 
a substantial portion of the 
operating costs for the two new 
dispensaries if they, are Guilt. 

These 	costs are seen to include at aminimum all dispensary supplies, 

operating costs for vehicles, and 
personnel costs for all ancillaryemployees - i.e. drivers, watchmen 

and laborers. 
4. 	 In consideration of the relative 

humn helthcaracterisantsuccss o th 
success of the human health 
activities under this component and 
their significant social value and in 
view of the special primary health 
care challenges in the pastoral zone, 

it is stronl' recommended that AID 
and the Government if Niger seek to 
find 	the means to continue and 
extend AID support after the 
anticipated Project termination date 
of June 19:.':. Sucn continuation of 

support might be accomplished by 
extending the life of the present 
Project, if committed but unspent 
funding remains, or by enlarging t 

scope of the present ID Rural 
Health Improvement Project to cover 
pastoral zone activities in the 
understanding that this zone 
represents special health care 

activites de la sante humaine limes &ce 
valet et cela, avant le depart definitif 
du medicin expatrie affectd au Projet. 

2. 	 Si la formation susmentionne se.	 Slafrtinsmetnnee 
realise en 186, le contrat actuel du 
medicin expatrie devrait etre retenu 

de permettre un chevanchement 

suffisant avec son homologue nigerien. 
La periode supplementaire necessaire 
prevu est de si: mois ! un an apres 

19.26. 	 Au cas ou le medicinate esri a ipnbepu 
actuel ne serait pas disponibe pour 

contrat, un remplagant ' plein temps 
bien qualifie devralt etre recrute ou, A 

defaut, un consultant qualifie devrait 
etre engage pour effectuer des visites 
reQulieres. 

3. 	 En supposant que les contraintes 
financieres actuelles du Gourvernement 
du Niger se poursuivent et pendant la 

reste de la duree du projet, nous 
estimons qu'il sera necessaire que 

l'AID 	prenne en charge une importante 
partie des coots de fonctionnement des 
deu.; dispensaires s'ils sont 

construits. Ces coots devraient 

comprendre au mots toutesfournitures du dispensaire, lesles cooits 

de fonctionnement des vehicules ainsi 
que toutes les deenses effectuees 
pour le personnel au;:iliaire (chaffeurs, 

gardiens et manoeuvres). 

4. 	 En tenant compte du succes relatif 
les activites de sante 

aatrznleacits esn6 
humaine liees a ce volet et de leur 
importante valeur sociale et compte 
tenu du defi que constituent les soins 
de sante primaires aans la zone 
pastorale, il est vivement recommande 
que 'AID et le Gouvernement du Niger 
cherchent les moyens pour poursuivre 
et accroftre l'assistance de l'AID apres 
la date d'achbvement du Projet prevue 
pour juin 198-2. Cette pcursuite de 
l'assistance pourrait se realiser en 
prolongeant la duree du Projet avec le 
reliquat des fonds engages ou en 
augmentant l'ampleur de l'actuel Projet 
Amelioration de la Sante Rurale de 
'AID 	 pour couvrir leE activites de la 

zone pastorale, sachant que cette zone 
presente des difficultes specifiques en 
mati~re de soins de sante qui ne sont 



problems not encountered elsewhere 
in the country. A new project 
broadened to include the special 
needs of herding peoples should 
include not only the universal 
concerns of diarrhea and/or 
rehydration, malaria, and 
respiratory diseases, but also the 
logistical problems of immunization, 
support for voluntary health 
auxiliaries, health education, and 
motivation of very traditional 
sub-groups of herders. The special 
nutritional problems - i.e. vitamin A 
deficiencies and blindness - of 
herding peoples living under the 
very marginal conditions of the
pastoral zone should also be a point 
of special concern in any such 
project. 

There are no modifications proposed with 
respect to the functional literacy activities 
under the component. 

rencontrdes aill_2urs dans le pays. Un 
nouveau projet elargi pour couvrir les 
besoins spdcifiques des populations 
pastorales devrait comprendre non 
seulement les preoccupations 
universelles concernant la diarrhie et 
la rehydration par vote orale, le 
paludisme et les maladies 
respiratoires, mais aussi les 
problemes logistiques :oncernant 
l'immunisatirn, l'appui aux au;iliaires 
volontaires de sante, la sensibilisation 
sanitaire et la motivation des 
sous-groupes pastorauX trts 
traditionels. Les problemes speciaux 
en nutrition, c'est-i-dire les carences 
en vitamine A et la cecite caraterisant 
les populations pastorales qui vivent 
dans des conditions tres marginaies de 
la zone pastorale devraient egalement 
constituer un element d'att~ntion 
particuliere dans un tel projet. 

ii n'y a aucune modification proposee en ce 

qui concerne les activites relatives A 
l'alphabetisation fonctionnelle. 
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6. PROJECT MANAGEMENT 

A. Objectives of the Comoonent 

The overall objective of the Project 
was stated in theManagement component 

Project Agreement to be ensuring that the 

Project successfully attained its goal and 

purpose by provision of continuous 
supervision of all Project activities, 

monitoring of those activities and their 

impacts on herders and the Nicerien economy, 

and evaluation of Project results to 
guarantee that thethy were consistent with theguarnte 	 tha 

Project Paper, as modified by AID and the 

Government of Niger subsequent to signature 

of the Project Agreement. 

The Project Management Unit (PMU) was to 

have been the responsibility of the Project 

Director, the Chief-of-Party, and a Senior 

Advisory Group (SAG). The last to be 

comprised of 	senior non-resident personnel 

furnished under the technical assistance 

contract with 	Tufts University. The Project 

Director was 	to have neen supported in his 

participation in the PHU and in general 

Project implementation activities by the 

Project staff, including a special Monitoring 

and Evaluation Unit (MEU) reporting directly 

to him. Outputs of the Project i andgdrment 

component were to have included 
establishment of a Management Information 

System (MIS), 	 development of a set of 

detailed management plans, preparation of 

monitoring and evaluation reports, and the 

holding of annual in-country/ conferences. 

The Management Information System was 

to have been developed to provide timely, 

reliable data and reports for supervision, 
control and decision-maling within the 

Project. The MIS was to nave focussed on the 

status of the relationships between Project 

inputs and outputs, including: 

1. 	 The flow and use of finances, 
equipment, supplies, technical 
assistance, local personnel, and 
other resources; 

2. 	 The allocation of resources to 
different uses and the productivity 
of those resources relative to 
planned accomplishments; 

6. GESTION DU PROJET 

A. Objectifs 	du Valet 

L'objectif global du volet "Gestion du Pro jet"
 

a 6te defini dans l'Accord du Projet afin
 
son but et ses
d'assurer que 	le Projet realise 

objectifs de maniere satisfaisante en assurant 

la supervision permanente des activites du 

Projet, 	le controle de ses activites et leur 

impact 	sur les eleveurs et l'economie 

nigerienne, ]'evaluation des resultats du Projet 

afin d'assurer que ceuX-ci sont conformes au 
modifie par l'AID etDocumentovreetddu Projet telieque asgauedl 	 pe 

le Gouvernement du Niger apres la signature de 

l'Accord du Projet. 

La cellule de Gestion de Pro jet (CGP) devait 

6tre 	sous la direction du Directeur du Pro Jet, du 

Chef de l'Equipe, et d'un Comite Consultatif de 

haut niveau comprenant des cadres superieur 

fournis par l'accord d'asEistance technique 

signe 	avec l'Universit6 de Tufts. Dans la 
niveaur~alisation de ses taches de la CGP et au 

de l'ensemble 	des activites d'execution du 

Projet, le Directeur du Pro jet devait atre 

assiste par le personnel du Projet, y compris 

une cellule speciale de Suivi et d'Evaluation 

(CSE) 	qui releve directement de ses 

attributions. Les realisations du volet "Gestion 

du Projet" devaient comprendre la mice en place 

d'un systeme d'information pour la gestion (SIG), 
!'elaboration 	d'un ensemble des dispositions 

matiere de gestion, la redactionddtaillees en 
des rapports de suivi et d'evaluation et la tenue 

de seminaires annuels. 

Le Systeme d'Information pour la Gestion a 

6t6 institue pour fournir en temps opportun des 

donnees et des rapports fiables concernant la 

supervision, le controle et la prise des 
Le SIG devaitdecisions au niveau ou Projet. 


insister notamment sur l'etat des rapports
 

entre les intrants et e :trants du Projet,
 
comprenant:
 

I. 	 La disponibilitO et l'utilisation des 
fonds, des equipements, des 

fournitures, de lVassistance technique, 
du personnel local et d'autres 
ressour:es;
 

.	 L'affectation des ressources Ades fins 
differentes et la productivite de ces 
ressources vis- -vis des objectifs 
prevus;
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3. 	 The progress made in producing 

outputs and in achieving the goal 
and purpose of the Project through 
use of those resources 

The MIS was to have been prepared by the 
Project Director and the Chief-of-Party, with 
assistance from other members of the PHU. 
It was to have been submitted to AID and the 
Government of Niger for approval by the end 
of the 	first quarter of Project Year 1. 

An Annual Management Plan (AMP) was to
have been formulated by the Pr ect Director 

and the Chief-of-Party, with the assistance 
of other members of the P14U and iubmitted 
to AID and the Government of Niger for 
approval. It was to have served as the 
agreed upon means of carrying out Project 
activities. This A14P was to have included 
the following: 

i. 	 An Operation Plan (OP) to identify 
significant work items, milestones, 
completion dates, and points of 
responsibility so that performance 
could be guided, monitored and 

2. 	 A Financial Plan (FP) to forecast 
receipts and expenditures on the 
basis of the Operational Plan and 
permit the tracking of actual 
receipts; 

3. A Commodity Plan (CF) to forecast 
commodity needs on the basis of the 

Operational Plan and permit the 
tracing and control of commodities 
from their points of procurement to 
their end uses; 

4. 	 A Personnel Plan (PP) to define all 
personnel needs, including 
recruitment and training, on the 
basis of the Operational Plan and 
permit tracking and control of 
Project personnel and the allocation 
of their time.dtaills 

The detailed AMPs were to have been 
based on the Project Paper, as modified by 
AID and the Government of Niger subsequent 
to the 	signature of the Project Agreement. 

The Monitoring and Evaluation Unit (MEU) 
was to have been attached to the Project 

3. 	 ' Le progres accompli concernant la
 
realisation des resultats et pour
 
atteindre le but et les objectifs prdvus 
grace Al'utilisation de ces ressources. 

Le SIG devait etre elabord par le Directeur du 

Projet et le Chef de l'Fquipe en collaboration 
avec les membres de la COP. Cela devait etre 

soumis AI'AID et au Gouvernement du Niger 
pour approbation avant la fin du premier 

annee du Projet.trimestre de la premiere 

Le Plan Annuel de Gestion (PAG) devait Otre 
soumis par le Directeur du Projet et le Chef de 

l'Equipe en collaboration avec d'autres membres 
de la CGP. 11 devait servir de cadre agrei pour 
la realisation dps activites du Projet. Ce FAG 
devait comprendre les elements ci-apr~s: 

i. 	 Un Plan Operationnel (P0) pour 
identifier les facteurs importants de 
travail, los points de repere, les dates 

d'achevement et les points de 
responsabilite afin de permettre 1 la 
reconla deper et tre 

direction la supervision, et le controle 
de la performance. 

2. 	 Un Plan Financier (PF) pour prevoir les 
entrees et les depenses sur la base du 
Plan Operationnel et permettre le suivi 
des pieces comptables effectives. 

3. 	 Un Plan concernant les biens
 
d'equipement (PEE) qui permet de
 

prevoir les besoins en equipement sur 
la base du Plan Operationnel et 
d'assurer le suivi et le controle des 

dquipements de leur source dorigine 
jusqu'a leur utilisation finale; 

4. Un Plan concernant le personnel (PP) 

qui d~finit tous les besoins en 
personnel, y compris le recrutement et 
la formation sur la base du plan 
operationnel, et qui permet de suivre 
et contr0ler le personnel du projet et 
la repartition de leur temps. 

devaient tre bass sur le 
Document du Projet tel que notifie par I'AID et 
le Gouvernement du Niger apres la signature de 
l'Accord du Projet. 

La Cellule de Suivi et Evaluation (CSE) devait 
Otre attach~e au bureau du Directeur de Projet 

et chargde de la collecte des donnees apartir 
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Director's office to be responsible for 
continuously gathering data from the 
Project's Division Heads and plotting those 
data against the AMPs to see the extent to 

which there were deviations from those 
plans. This information was to have been 

furnished to the Project Director in the form 

of Monthly Monitoring Reports (MMR) thus 
enablino him to take timely actions to correct 

The MEU was also to assembledeficiencies. 
the results of the field monitoring units as 

reported by the senior perscnnel of the 

Technical Services Division in their quarterly 
and special reports. These reports were to 

have provided data on the allocation of 
Project resource, to difierent uses and the 
productivity of those resources relative to 

planned accomplishments. The MEU was then 

to have aggregated this information as an 

input, along with the MMRs and annual 
reports of the Project Divisions, into Annual 
Project Evaluation Reports (AFERs). These 

reports were to have been submitted to AID, 
the Ministry of Rural Development, and the 

Project Director. In addition to the AFERs, 
there ,were to have been special evaluations 

at the end of Project years 2 and 4 and at the 

end of the Project. 

Finally, according to the Project 
Agreement, this Project component was to 

hold anrual in-country conferences for the 

puroose of presenting and discussing the 

findings and progress of the Project. These 

conferences were to have involved Project 

personnel and officials from the Government 
of Niger and AID. An important aim of these 

conferences was to have been to focus, with 

the invited government representatives, on 

specific policy issues requiring action. 

Subsequent to the signing of the Project 
Agreement, the Project -was ask<ed to develop 
an Emergency Drought Strategy and a plan 
for reallocation of Project resources for 
drought-related relief and development 
actions. The Program Management component 
was to have provided leadership and 
supervision in the formulation and 
implementation of this strategy and plan. 

des Chefs de Division du Projet et du traitement 
de ces donnees en fonction des PAG ain de 

ces plansdeterminer dans quelle mesure 
comporiaient des irregularites. Ces 

informations devaient parvenir au Directeur du 

Projet sous forme des Rapports Mensuels de 

Suivi (RMS), lui permettant ainsi de prendre les 

mesures visant Aremedier les defaillances en 

temps opportun. La CSE devalt egalement 

rassembler les resultats des cellules de suivi 
sur le terrain tels que transmis par le 
responsable de la Division des Services 
Techniques dans leurs rapports trimestriels et 

speciaux. Ces rapports devalent fournir les 

donnees sur l'affectation des ressources du 

projet a des fins differentes et la productivitO 
de ces ressources vis-a-vis des oojectifs 

prevus. La CBE devait assembler ces 
tempsinformations en tant qu'intrant, en meme 

que les rapports mensuels de suivi et les 
rapports annuels des divisions ou Pro jet, pour 

constituer les Rapports Annuels d'Evaluation du 

Projet (RAEP). Ces rapports devaient 4tre 

soumis a l'AID, au Ministere du Developpement 
Rural et au Directeur du Projet. En plus des 

RAEP, ildevait y avoir des evaluations 
specifiques a la fin des deuxieme et quatrieme 
annees ainsi qu'A la fin du Projet. 

Enfin, confcrmement Al'Accord du Frojet, ce 

volet devait organiser des s'minaires annuels 
afin de mettre en relief les resultats et les 

progres realises pai le Projet. Ces seminaires 
devaient beneficier o la participation ou 

personnel et des responsables du Projet tant au 

niveau du Gouvernement du Niger que de V'AID. 

Ces seminaires devaient porter notamment, en 

collaboration avec les representants nigeriens, 

sur des questions politiques specifiques a 
resoudre.
 

Apres la signature de l'Accord du Proiet, le 

Projet devait elaborer une Strategie d'Urgence 
de Lutte Contre la Secheresse et un plan ae 
re-affectation des ressources du Projet pour les 
activites d'aide d'urgence et de developpement 
liees a la secheresse. Le volet "Gestion ou 
Projet" devait assurer ta direction et la 
supervision quant 1 la formulation ei A 
l'execution de cette strategie et de ce plan. 



B. Accomplishments to Date 

With respect to the objectives of the 
management component of the Project, it can 
be said that the record of accomplishment to 
date is rather mined. 

The central fixture of the manaaement 
structure for the Project was to have been 

the Project Management Unit (PMU). Our 
interviews and readings of Project 
documents, howvever, have convinced us that 
this Unit has never functioned effectively 
within the Project. Rather, one gets the 

distinct impressicn that there have in effect 
been two management units functioning in 
parallel - i.e. one run by the Nigerien Project 
Director and the other run by the 
Chief-of-Party for the Tufts University 
contractors. The work flows through these 
two units have not been of equal magnitude 
and it is the contention of Tufts University 
that their various Chiefs-of-Party have been 
largely excluded from any real roles in 
Project management. In their Evaluation 
Briefing Paper, prepared for this evaluation 
mission and dated August 1985, the, stated: 

"Of major concern has been the role of 

Tufts' 	Chief-of-Party (COF) vis-a-vis 
the Project Director. Originally, the COP 
was to have fulfilled three major 
functions: 

i. 	 Act as chief advisor to the Project 
Director on all matters related to 
Project administration and 
management. 

2. Serve as Chief of the Division of 
Administration and Finance. 

3. Act as administrative head of the 
technical assistance team. 

Under three successive COPs, only the 
last role haE in fact been permitted 
despite an obvious need for 
administrative and management 
experience and skills. Instead, the 
Project Director has shut the COP out of 
the decision-making process, not allowed 
him to take on any of the project's 
administrative resoonsibilities, and has 
not kept him informed of decisions taken 
on important events. 

B. Realisations a ce Jour 

Concernant les objectifs du volet gestion du 
Projet, on peut dire que le niveau des 
r~alisations &ce jour n'est pas uniforme. 

L'objectif principal de la structure de la 

gestion du Projet etait d'etre une Cellule de 
Gestion du Projet. Toutefois, apres interviews 
et examen des documents du Projet, nous avons 
eu la conviction que cette Cellule n'a jamais 
fonctionne de maniere efficace. Par contre, on a 
la nette impression qu'il y a en effet deux 
cellules de gestion qui fonctionnent 
parallelement, l'une dirigee par le Directeur 
nigerien du Projet et l'autre dirigee par le Chef 
d'Equipe de Tufts University. Las flux de 
travail par ces deu. cellules n'a pas ete 
d'importance 6gale et ce l'avis de Tufts 
University, leurs differents Chefs d'Equipe ont 
ete considerablement e;:clus de tout role 
effectif au niveau du la gestion du Projet. Dans 
son doucment de preparation pour l'evaluation 
en date d'aott 1985, ii souligne que: 

'La principale preoccupation a e le role du 
Chef d'Equipe de Tufts vis-a-vis du 
Directeur du Projet. Au debut, le Chef 
d'Equipe devait accomplir trois principals 
fonctions: 

I. 	 Agir en qualite de conseiller 
principal du Directeur du Projet 
pour toutes les questions 

o adnministration et & la 
gestion du Projet. 
relatives A 


2. Servir en qualite de responsable
de la 	Division des Affaires 

Administratives et Financieres. 

3. Agir en qualite de responsable 

administratif de l'equipe 
d'assistance technique. 

Avec trois Chefs d'Equipe successifs, seul 
le dernier role ; en fait pu etre joue maigre 
le besoir manifeste d'experience et de 
connaissar:es en matirere d'administration 
et de geston. Le Directeur du ProJet a 
exclu le Chef d'Equipe du processus de 
prise ae dec:ion, et ne lui a permis de 
prendre aucLne responsabilite 
administrPtive du Projet et ne l'a pas tenu 
inform4 des decisions prises concernant les 
evenements importants. 

114 



Furthermore, the position of expatriates 
in general is not well defined. With 
some notable exceptions (e.g., the Chief 
of the Division of Studies and 
Programming), they do not hold specific 
positions within the project organization 

but are managed as employees of the 
Nigerien civil service and report to their 
respective division chiefs. Lines of 
authority ano responsibility are unclear, 
and the skills and experience of the 
technical assistance team often go 

unutilized. This has resulted in 
widespread inefficiences and wastage of 

time. Because of a lack of experience 
with USAID procurement and accounting 
procedures, for e":ample, the Nigerien 
head of the Division of Administration 
and Finance has fallen severely behind 
in providing both commodities and 
operating expenses for the r-oject while 
the Chief-of-Party, who has this 
exoerience, has not been permitted to 
assume any of these responsibilities. 

Tufts University considers this 
situation to be intolerable if we are to 
continue to be involved with the 
project." (Evaluation Briefing Paper, pp. 
22-23). 

Clearly the detail and bitter tone of this 

Tufts University commentary inoicate major 
problems with the Project's management 
system as actually e'xecuted to date. This 
problem has apparently been a major one from 
the very start of the Project, even though 
many of the principal elements of the 
envisaged PMU were in place even before the 
Tufts University contract was signed in 
January 1984. Although the present Tufts 
University Chief-of-Party assured -he 

evaluation team that managerial problems 
have eased considerably with the 
appointment of the new acting Project 
Director in September 195, the first two 
years of the Project seem to have been 
characterized by anything but the integrated 
and harmonious management unit system 
portrayed in the Project Agreement. 

With respect to the envi'saged special 
Monitoring and Evaluation Urit (MEU) which 
was to have been attached to the Project 
Director's office, all parties are agreed that 

it has never been organized or has functioned 
within the Project. Such monitoriy ui 

Par ailleurs, les attributions des expatrids 
en general ne sont pas bien definies. A 
quelques exceptions pres (e :emple Chef de 

la Division Etudes et Programmation) les 
expatries n'ont aucun poste specifique au 
niveau de l'organisation du Projet mais sont 

g ~rscomae des employes de 

l'administration nigerienne et rendent 
compte a leurs chefs de division respectifs. 
Les lignes d'autoritO et de responsabilite 
ne sont pas bien definies et l'e':perience et 

les competenceF de l'quipe d'assistance 
technique ne sont pas e::ploitees. Cela a 

entraine une inefficacitO generalisee et une 
perte de temps. A cause du manque 
d'experience relative au;: procedures 
comptables et d'acquisition de l'USAID, par 

exemple, le responsable nigerien de la 
Division des Affalres Administratives et 

Financieres a accuse beaucoup de retard 
pour avoir lesbiens d'6quipement et les 

fonds de fonctionnement pour le Projet 
alors que le Chef d'Equipe qui a cette 
experience n'a pas ete autorise Aassumer 
ces responsabilites. 

Tufts University estime que cette situationest intolerable si elle doit continuera 
participer aux activites du Projet." 
(Evaluation Briefing Paper, pp. 22-23) 

D'une maniere claire, le detail et le ton amere 

de ce commentaire de Tufts University 
illustrent les principaux problemes relatives au 
systeme de gestion du Projet tel qu'execute a ce 

jour. Ce probleme a apparemment et6 un 
important probleme depuis le debut meme du 

Projet, bien que plusieurs des elements 
principaux de la Cellule de Gestion du Pro jet 
prevue fussent en place avant meme la signature 
du contrat de Tufts University en janvier 1984. 

Bien que le Chef d'Equipe actuel de Tufts 
University ait assure l'equipe d'evaluation que 
les problemes de gestion se sont 
considerablement ameliores avec la nomination 
du nouveau Directeur par interim du Projet en 
septembre 19.3., les deux premieres annees du 
Projet ne semblent aucunement avoir ete 
caracterisees par le systeme integre et 
harmonieux de cellule de gestion decrit dans 
l'Accord du Projet. 

Concernant la speciale Cellule de Suivi et 

d'Evaluation prevue qui devait etre rattachee au 
Bureau du Directeur du Pro jet, toutes les 
parties ont accept6 qu'elle n'a jamais dtO 

organisee ou qu'elle n'a jamais fonctionne au 
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Project activities as has been done was 
accocmplished by the Division of Studies and 
Programs for specific items of interest. 
"Evaluations" have basically been 
self-generated statements by each of the 
Project's Divisions as to the progress to 
date on the activities they have undertai'en. 
The only independent evaluations of Project 
activities undertaken to date were the 
Regional Inspector General's program audit,' 
conducted between May and September 1984, 
and the oresent evaluation. 

The Hanagement Information System for 
the Project was to have been developed to 
provide timely, reliaole data and reports for 
supervision, control and decision-making 
within tne Project. It was to have focussed 
on the status of the relationships between 
Project inputs and outputs. The HIS was to 

have been prepared by the Project Director 
and the Tufts University Chief-of-Party, 
witi assistance from other members of the 
PMU. it was to ha !e been submitted to AID 
and the Government of Higer for approval by 
the end of tre tirst quarter of Project year iet 
- which, since the Project Agreement was 
signed in August 1933, was as of January 1, 

4.
f 9 

According to the AID Proiect Manager, his
 
office has never received from the Project a 

document which conforms to the above 

Management InFormation System, nor has AID 

formally approved any such system for tne 

Project. 


With respect to the envisaged Annual 
Management Plans (AHPs;, which were to 
have been submitted jointly by the Project 
Director ano the Tufts University 
Chief-cf-Party, two sucn Plans - actually 
titled Work Plans - for 19?:4 and 19;.5 hav,'e 
been submitted .,! the Pr:ject and 
subsequently approved by AID and the 
Government of Niger. The 19::4 .'ork Plan 
was completed by the Project in April 19*84, 
received all .necessary aoprovals as of 
August 19,4 and began implementation as of 
August 19:4. The 19;::5 ',.crk Plan was 
completed by the Fro-ct in December 198.4, 
received all necessary ipzrovals as of 
February 19:-,5, and bega.n I EMEntaticn as 
of February 19: 5. For 19!.15, however, it 
should be stated that many of the activities 
in the WorK Plan were simply carried over 
from activities previously approved in the 

sein du Projet. Le suivi des activites tel qu'il a 

ere fait, etait realise par la Division des 
Etudes et des Programmes a des fins 
specifiques. Les "evaluations" ont 
essentiellement e des rapports rdigds par 

chacune des Divisions concernant le progres 
enregistre au niveau des activites entreprises. 
Les seules evaluations independantes des 
activites du Projet entreprises a ce jour sont 
l'audit de l'Inspecteur General Regional, 
realise entre mai et septembre 19;4 et la 
presente evaluation. 

Le Systeme d'Information pour la Gestion du 
Projet devait etre mis liaoore pour fournir des 
donnees et des rapports fiables et auequats 
concernant la supervision, le controle et la prise 
de decision au sein du FroJet. Il devait 
egalernent mettre l'accent sur l'at des 
rapports ente leeintrants et les realisations. 
Le Systeme d'Information pour la Gestion devait 
etre prepare par le Directeur du Projet et le 
Chef d'Equipe de Tufts University avec 
l'assistance des autres membres de ia Cellule de 
Gestion du Projet. Ii devait etre soumis . !', . D 

au GouverrEment du Niger pour a*robaticn 
avant la fin du premier trimestre de ]a premiere 
annee du Pro jet qui, etant donne que l'Accord du 
Projet a ete signe en aodt 1983 a demarre le I 
janvier 19::4. 

Selon le Responsable du Projet de l'AID, son 
bureau n'a jamais recu un oocument du Projet qui 
est conforme au Systeme d-Information pour la 
Gestion sus-mentionn6 et lAID n'a 
officiellement approuve aucun systeme de ce 
genre concernant le Projet. 

En ce qui concerne les Plans Annuels de 
Gestion (PAG) qui devaient etre sourMis 
conjointement par le Drecteur du Projet et le 
Chef o'Equipe de Tufts University, deux de ces 
Plans (actuellement intitulec "Plan ce Tra,,ail") 
pour les annees 1934 et 1935, ont ete soumis par 
le Pro tet et par la suite approuves par i'AID et 
le Gouvernement du Higer. Le Plan de Travail 
19:4 a ete mis au Point le I avril 19C*14 et a 
obtenu toutes les approbations necessaires en 

aont 1934. LePlande Travail 1985 a eta,-rsau 
point en decembre 1934, a obttnu tou-e= les 
approbations necessaires en fevrier 19;:;5 e-. la 
mise en oeuvre a debuts egaiement en ferier 

F195.Pour l'annee I;:5, cependant, il con,,:ent 
de souligner qu'une grande partie oes ctcieiz:s 
prevues dans le Plan de Travail etaient 
simplement reportees a partir des activitis 
precedemment approuvees au titre du Plan oe 
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0984 Wor k4Plan. T hese activities w ere 

already being implemented and were not heldup by the Worl< Plan approval process. Only a 
limited number of new activities, proposed 
limithedfirsberimein the 1985 Worpr Plan, 
for the first time n de 1n the ant 
were subject to any delays in the approval 
process. 


The contents of these annual Work Plans 

are not exactly in conformance with the 

structure laid out in the Project Agreement 

but, given they have both been approved by 

AID and the Government of Niger, the 

evaluation team presumes that different 

structuring posed no problems for either 

party. 


Since the special Monitoring and 
Evaluation Unit was never organized within 
the Pro..ect, it obviously has not submitted 
the required Monthly Monitoring Reports 
(MMRs) or aggregated these reports into 

Annual Project Evaluation Reports (APERs). 
However, the Project started supplying 
Annual Activities Reports in January 1985 

and each of the Divisions have been 
submitting Monthly Division Activities 
Reports as of the first quarter of 1985. 
These monthly reports were first aggregated 
into a Quarterly Project Activities Report 
and submitted to AID anc the Government of 

Niger in April 1985. These monthly and 
quarterly reports have been submitted 
regularly since early 1985. And, the AID 
Project Manager states that these reports 
are viewed by AID as wholly acceptable 
substitutes for the envisaged 1MRs and 
APERs. 

All parties seem to be in agreement that 
the Project has never held an annual 
in-country conferenre for the purpose of 
presenting and discussing the findings and 
progress of the Project. However, four 
Si':-month Project Review meetings have been 
held - i.e. in April, July and November 1984 
and in June 1985. These meetings were 
attended by the Project Director and staff, 
the Tufts Senior Advisory Group 
representatives, representatives of AID and 
representatives of the Ministry of Rural 

Development. 

Subsequent to the signing of the Project 
Agreement, the Project was asted to 
formulate and submit an Emergency Drought 
Strategy and operational plan for 

Travail 1984. Ces activit~s itaient d~j&eno r de d a i t on t n o t eu uc e
 
cours de realisation et n'ont eu aucune
difficult quant au processus d'approbation du 
Plan de Travail. Ce n'est qu'un nombre limite de 
nouvelles activites proposees pour la premiere 
fois au titre du Plan de Travail 1985, qui ant 
accuse du retard au niveau du processus
d'approbation. 

La teneur de ces Plans de Travail ne
 
correspond pas exactement A la structure
 
definie dans le cadre de l'Accord du Projet mais,
 
6tant donn6 qu'ils ant 6t6 approuvs par lAID
 
et le Gouvernement du Niger, l'equipe
 
d'evaluation suppose qu'une structuration
 
diff~rente ne pose aucun probl~me aux deux
 
parties concernees.
 

Etant donn6 que la Cellule de Suivi et 
d'Evaluation speciale n'a jamais 6te organise, 
elle n'a evidemment pas soumis les Rapports 

els de vid np) euis ousinsprorts
Nensuels de Suivi (RMS) exiaes ou insere les 

rapports dans les Rapports Annuels 
d'Evaluation du Projet (RAEP). Toutefois, le 

Pr-jet a commence a soumettre des Rapports 
Annuels d'Activites en janvier 1985 et chacune 
des Divisions a soumis des Rapports Mensuels 
sur les Activites de la Division & partir du 
premier trimestre de l'annee 1985. Ces rapports 

mensuels etaient premierement inseres dans les 
Rapports Trimestriels sur les ActivitAs du 

Projet et soumis en avril 1985 a I'AID et au 
Gouvernement du Niger.Ces rapports mensuels 
et trimestriels sont regulierement soumis 
depuis le debut de l'annee 1985. Par ailleurs, le 

Responsable du Projet de 'AID affirme que ces 
rapports sont consideres par l'AID comme Otant 

entierement des substituts acceptables pour les 
RHS et les RAEP prevus. 

Toutes les parties semblent convenir que le 
projet n'a jamais tenu un seminaire annuel au 
Niger afin de presenter et e>aminer les 
conclusions concernant le Pro jet ainsi que le 
progres realise. Cependant, quatre reunions 
portant sur l'examen du Projet ant Ot 
organisees (avril, juillet et novembre 1984 et 
juin 1985). Le Directeur et le personnel du 

Projet, les representants du Groupe Consultatif 
de Tufts, les representants de l'AID ainsi que 
les repr6sentants du Ministere du 
Ddveloppement Rural ant assiste A ces reunions. 

Apres la signature de l'Accord du Projet, il a 
6 demande au Projet de formuler et soumettre 
une Stratdgie d'Urgence de Lutte Contre la 
Secheresse et un plan d'action pour la mise en 
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implementation of drought-related activities. 

The Project completed this task in November 
1984. 	 The strategy and operational plan 
received final approvals from AID and the 
Government of Niger in February 1985 and 

received its first financial advance from the 
AID Controller's office in March 1985. 

With respect to Project finances the AD 
Controller's office reports the following 
status of Project finances as of September 
30, 1985: 

1. 	 Total authorized Project funding by 
AID is $13,394,000.00. 

2. 	 Total funds earmarked for specific 
Project budget line items is$9,362,630.00. 

3. 	 Total funds committed by 
contractual agreements or other 
commmittal documents are59,362,630.00. 

4. Total funds actually disbursed are 
$3,749,301.00. 

5. 	 Total funds earmarked but as yet 
undisbursed are 55613,329.00. 

7. 	 Total accrued expenditures are 
$4,487,',01.00. 

8. 	 Total funding in the pipeline 

earmarked less total accrued 

expenditures is $4,874,829.00. 


C. Analysis and Conclusions 

At the outset of this section, it must be 

said that, although the Project management 
system as it functions in November 1984 is 
quite different from what was envisaged in 
the Project Agreement, neither AID nor theGovenmen ofNige aryAuapearsto ave 
major complaints about the ways routine 
a minttive adutfinan lwafas rieadm inistrative and financial affairs are 

being handled. thile our discussions with 
the AID administrative and ccntracts 
personnel, the Controller and his staff, and 
the Project Manager revealed or conifirmed 
certain problems, the general impression left 
with us was one of moderate satisfaction 
with the way things are going at present. 

oeuvre des activites relatives a la secheresse. 

Le Projet a achev cette pache en novembre
 

19f4. La stratgie et le plan d'action ont
 

obtenu les approbations finales de l'AID et du
 
et ont
Gouvernement du Niger en fevrier 1985, 

requ la premiere avance de fonds du Bureau du 
Contrleur de lAID en mars 1985. 

En ce qui concerne les finances du Projet, le
 
Bureau du Controleur de l'AID presente les
 

rapports ci-apres sur l'etat des finances 4 la
 
date du 30 septembre 1985.
 

1. 	 Le montant total du financement du 
projet autoris6 par lAID s'6leve & 
$13.394.000. 

2. Le montant total des fonds affect~s 

aux rubriques budgetaires specifiques
du Projet s'eleve A $9.362.630. 

3. 	 Le motant total des fonds engages 
dans le cadre des accords contractuels 

ou autres documents d'engagement
s'6leve a $9.362.630. 

4. 	 Le montant total des fonds rellement 
utilises s'eleve a $3.749.301. 

5. 	 La montant total des fonds affectes 
mais qui ne sont pas encore utilises 

s'elve A$5.613.329. 

6. 	 Le montant total des accumulations & 
ce jour s'el1ve A$738.500. 

7. 	 La montant total des depenses
 
comules I 4.4n7.80. d'61ve 


8. 	 Le montant total des fonds darn;le 

circuit engag6 mons le total de. 
ddpense cumulees s'eleve 4 $4.874.829. 

C. 	 Analyse at Conclusions 

d~but de cette section, il convient de 
souligner qua, bien qua le systeme de gestion du 
Projet tel qu'il fonctionne en novembre 1985 estt u a t d f ~ e t d e q i 6 a t p e u d n 
tout 4 fait different d2 ce qua tait prevu dans 
l'Accord du Projet, ni VAID, nile Gouvernement 
du Niger ne semble avoir de serieuses plaintes 
concernant la maniere dont sont traitees les 
affaires administratives et financieres de 
routine. Lors de nos entretiens avec le 
personnel administratif et contractuel de I'AID, 
le Contr0leur et son personnel, et le 
responsable du Projet ont revele ou confirmO 

it8 
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This is not to say that there are not 
problems with the Project but only that many 
of them appear, to AID personnel, to be 
common to most on-going AID projects and 
not particular to this one. In discussing 
these problems, we have grouped them in fourcategories: 

i. Administrative; 

2. Financial; 

3. Programmatic; and 

4. Training. 

With respect to administrative problems,
 
we L eve the most serious affecting Project 

implementation has been the lack of
 
continuity in Project leadership by both the 

Government of Niger and the technical
assistance contractor. The Project has had 
three acting or fully-authorized Project 
Directors and, similarly, three Tufts 
Uietrs Chdifs -ary, athor id osUniversity Chief s-of -P arty, authorized or 
acting. Over the first twenty-eight months,the Project Directorship has been occupied by 
an acting Director for the first six months 
full Director on a part-time basis and with 
responsibilities split between two different 
livestock projects, for nineteen months; an 
currently a second acting Director. To our 
curenoldg e on oftn hareor. bn ort6 
trainedgadmnio rs withn hae beng asixtrained adm inistrators; w ith the first being aetveterinarian, the second a livestock(
technician, and the third a range management 
specialist. 

On the Tufts University side, the first 
Chief-of-Party was promoted to AID and the 
Government of Niger as an experienced 
projE_'t administrator, albeit with no 
background in livestock or range management 
matters. The second acting Chief-of-Party,who had to tak(e over in December 19:-34 when 
AID requested the immediate and sudden 
departure of the first Tufts University

depatur ofhe irstTufs Unverityconnaissance 
Chief-of-Party, was put in the impossible 
position of trying to be the acting 
Chief-of-Party, the manager of the Tufts 
University Project office in Niamey, and the 
Project's only trained animal nutritionist, 
with responsibility for the organization and 
execution of several K(ey Project trials. And, 

finally, the third Chief-of-Party, who is both 
an experienced AID project manager and a 
trained livestock technician, arrived 

certains probl~mes et l'impression gindrale que 
nous avons eu dtait une impression de 
satisfaction moddr~e quant A la maniere dont 
les choses se d~roulent actuellement. 

Cela ne veut pas dire qu'il n'e,,iste pas deprobl~mes avec le Projet, cela signifie
simplement que plusieurs d'entre eux semblent, 

au personnel de l'AID, communs la plupart des 
projets AID en cours et non specifiques a ce 
Projet. En examinant ces problemes, nous les 
avons regroupes en quatre categories: 

I. Problbmes administratifs; 

2. Problimes financiers; 

3. Prrblmes de programmation; et 

4. Problmes de formation. 

Concernant les problemes administratifs, 
nous estimons que le plus grave probleme que 
rencontre l'execution du Projet, c'est le manque
de continuite au niveau de la direction de la partd o v r e e t d i e t d . o t a t n 
du Gouvernement du Niger et d! contractantresponsable de l'assistance technique. Le 
Projet a eu tris Directeurs par interim ou 
nomms plein temps, et de meme, trois Chefs 
d'Equipe de Tufts University nomme par interim 
ou Aplein temps. Pendant les vingt-huit
premiers mois, le poste de Directeur du Projet a 

occupe par un Directeur par interim pour les 
premiers mois; un directeur a temps partiela n d s r po ab l e c u a t d u;et ayant des responsabilites couvrant deu: 

diffdrents projets elevage pour dix-neuf mois, 
et actuellement un second directeur par interim.A notre connaissance, aucune des personnes 

sus-mentionnees n'a regu une formation 
d'administrateur: le premier est un veterinaire, 
le second un technicien de l'elevage et le 
troisiee un specialiste en gestion des parcours. 

Du cote de Tufts University, le premier Chefd'Equipe a ete presente la I'AID et 
Gouvernement du Niger comme un administrateur 
de projet experiment6 bien que n'ayant aucune 

en elevage ou gestion des 
coasane en he f ou nes 

parcours. Le second Chef dEquipe par interim 
qui devait prendre fonction en dcembre 19:34 
quand L'AID a demande le depart immediat du 
premier Chef d'Equipe de Tufts University a 6t6 

mis dans la delicate position d'essayer d'etre 
Chef d'Equipe par interim, responsable du 

Bureau de Tufts Universitya Niamey et le seul 
specialiste en nutrition animale de Projet, avec 
pour attributions l'organisation et l'ex cution 
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in-country only slightly before a major 
change in the Project Directorship, which 
meant that he did not have time to establish 
any long-term relationship with the only
fully-designated Director the Project has 

fully-dsgnad ir to heo as 

working relationship with an acting Director, 
who has no experience in program or project 
administration. 

The second major problem we see as 
affecting Project administration is the sheer 
size of the Project staff - both Nigerien and 

expatriate - in comparison with the number 
of Project activities actually carried out in 
the first half of the Project. At present theProject staff consists of 24 Nigerien civil 
servants, 46 Nioerien contract staff, and 12 
serats46 i on handexpatriates in Tahou,3 and/or the Project 

zone. This staff has support staffs for 
various backup services in Niamey and at 
Tufts University in Medford, Massachusetts. 

Given that most of the staff members 
seem to be well-trained in specific 
disciplines and that they were motivated to 
perform at the start of the Project, the sheer 
boredom imposed by having the majority of 
the Project activities deferred, delayed or 
cancelled by the drought conditions and other 
restrictions, combined with the relative 
isolation of a small town like Tahoua, cannot 
have been conducive to the maintenance of 
high morale and group cohesiveness over so 
many months of relative idleness. 

The result has been an atmosphere of 
considerable distrust of one another's 
motives, backbiting over relatively minor 
problems, and a general malaise of "we-they" 
accusations among the parties in Tahoua. In 
short, we believe that many of the personnel
problems stem directly from the Project's 

having too many well-motivated but severely 
underemployed personnel confined in a small 
town under very isolated conditions. And, in 
this sense, we are frankly quite surprised 
that the problems have not been much worse 
than they appear to be. 

In saying the above, however, we must 
raise two issues which we feel have further 
complicated an already difficult situation. 
They are the non-role of any of the Tufts 
University Chiefs-of-Party, coupled with an 
excess of Nigerien zeal in supervising the 
host country contract between Tufts 

de plusieurs essais cledu Projet. Et enfin. le 

troisibme Chef d'Equipe qui est Ala fois un 
responsable de projet experimenta et un 
technicien qualifie de l'elevage est arrive au 
Niger juste avant un important changement au 
niveau de la direction du Projet, ce qui signifie 

qu'il n'a pas eu le temps d'Otablir des rapports 
long terme avec l'unique directeur design6 A 
plein temps que le Projet a eu et qu'il essaie 
maintenant d'6tablir des rapports de travail 
avec un Directeur par interim qui n'a aucune 
expdrience en mati~re d'administration des 
projets. 

Le second problme qui, selon nous, affecte 

l'administration du Projet, c'est l'effectif mmedu personnel du Pro jet - tant nigerien 
qu'e':patri6 - par rapport au nombre d'activit~s 
effectivement realisees dans la premiere moitid 

du Projet. Actuellement, le personnel du Projet 
comprend 24 agents de l'Etat, 46 nigeriens sous 
contrat, et 12 expatries 1 Tahoua et/ou dans la 
zone du Projet. Ce personnel a du personnel 
d'appui des diff~rents services auxiliaires A 
Niamey et a Tufts University a Medford, 
Massachusetts. 

Etant donn6 que la plupart des membres de 
tnquipe semblent bien formts dans des 

disciplines specifiques et qu'ils etaient motives 
pour travailler au dbut du Projet, le veritable 
ennui impose par le fait que la majeur partie des 
activit~s du Projet ont ete reportees, retardees 
ou annulees par les conditions de la secneresse 
et d'autres restrictions, associ6 Al'isolement 
d'une petite ville comme Tahoua, ne peut pas 
susciter le maintien d'un bon moral et la 
cohesion de groupe pendant de si longs mois 
d'oisivete. 

Cela a entrain6 une atmosphere de mefiance 

considerable, de medisance sur des problemes 
relativement mineurs et un malaise general 

d'accusations "nous-eux" entre les parties A 
Tahoua. Bref, nous estimons que bon nombre de 
problemes ce personnel resultent directement 
du fait que le Pro4et a trop de cadres bien 
motives mais serieusement sous-employes 
confines dans une petite ville dans des 
conditions tres isolees. Et, dans ce sens, nous 
sommes franchement surpris que les problemes 
ne soient beaucoup plus graves qu'ils ne 
semblent. 

Toutefois, ilconvient de soulevetdeux
 

questions qui selon nous ont complique 
davantage une situation deji difficile. Ce sont 
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University and Government of Niger. Good 
contract administration is obviously 
important in a Project as large and 

complicated as this one but, in this case we 
believe that the Fevere restrictions placed 
upon the expatriate staff, both in terms of 
travel and permitted contacts within the 
Government of Niger, have exaccerbated the 
difficult situation in Tahoua and clearly 
lowered staff morale to no beneficial end. 
The Tufts University expatriate technical 

assistance personnel are quite evidently not 
civil servants of thecivl srvntsof aovrmenit e iey asheGovernment of Niger, anettement 

the existing contract makes perfectly clear. 
While the Government of Niger does certainly 
have the right to see that these expatriates
perform their jobs in strict conformance withthe existing contract, it does not have the 
right to impose extra condtions that are not 
in that contract, except as those conditions 

in tat ontrctexcetthoe cnditonslea 

apply equally to all expatriates in the 

country. Furthermore, the Project Director's 

persistent disregard of the legitimate role of 

the Tufts University Chiei-of-Party, in 

acting as a negotiator of personnel problems 

and as a buffer to protect the Director from 
direct and unnecessary confrontations with 
disgruntled expatriate staff, showed a large 
degree of insecurity in managerial and 

contract relationships. 

Another deficiency to date in Project 
operations has been the absence of an 
independent monitoring unit within theProject Director's Office. WJe believe that,
had the Project had such a unit rom the start 
of implementation, many of thet problems 
surfaced by this evaluation could have been 
brought to the Project Director's attention 
andughmn the trh ectter's a nand, p
an d ma ny - a n d , p erh a ps , b e t t er ­
recommendations could have been advanced, 
discussed and put into place to resolveobvious problems. WVhile we see the monthly

obvius robems.Whiew seethemonhlydes 
and quarterly Activities Reports from the 
various Projict Divisions as very useful tothe on-going Project implementation
dialogewdoroet beleetati theyaconsiderantdialogue, we do not believe that they are an 

adequate replacement for a monitoring andevaluation unit.utespuledaouderienoeveu 

Lastly, we see the present Tufts 
asUniversity sub-contracting authority 

unnecessarily complex and not in the best 
interest of good Project management. While 
we have taken into account both the great 
difficulties and time delays imbedded in the 
AID contracting system and the interests 

l'absence de role de tout Chef d'Equipe de Tufts 
University associO I un exces de zele de la part 
nigirienne concernant la supervision du contrat 

entre Tufts University et le Gouvernement de 
Niger. L'administration de contrat est 
evidemment importante dans un Pro jet aussi 
grand et complique que celui-ci mais, dans le cas 
present, nous estimons que les severes 
restrictions imposees au personnel expatrie, en 

termes de voyages et de contacts avec les 
autres agences du Gouvernement du Niger, ant 

exacerbe la situation difficile a Tahoua et ont 
baisse le moral du personnel et ce, 

aucune fin utile. Les cadres de l'assistance 
technique de Tufts University ne sont 
6videmment pas des cadres nigeriens comme 
l'indique clairement le contrat. Bien que le 
Gouvernement du Niger ait certainement le droit 
de veiller Ace que ces expatries s'acquittent de 
leurs taches conformement au contrat, il n'a pas

droit d'imposer d'autres conditions ne 
le droit paim posered'autrs condins ne 
figurant pansns le contrat a moins que ces 
condtios nsva nt as. P tosles 
expatries vivant dansle pays. Par ailleurs, 
I'indifference persistente du Directeur du Projet 
concernant le r0le legitime du Chef d'Equipe de 
Tufts University, en agissant en qualite de 
n~gociateur des problemes de personnel et 
d'intermediaire pour eviter au Directeur les 

confrontations directes et inutiles avec le 
personnel expatrie contrarie a demontre un 
deore considerable d'insecurite dans les 
rapports de gestion et de contrat. 

Une autre defaillance Ace jour au niveau des 
activites du Projet, c'est l'absence d'une cellule 
de suivi et d'evaluation independante au sein du 
Bureau du Directeur du Projet. Nous estimons 
que si le Projet avait eu une telle cellule depuis 
le debut de son execution, plusieurs desp o l m s r n o t e a - c t e e a u t o 
problemes rencontres par cette evaluation 
auraient pu etre portis l'attention duDirecteur du Projet et plusieurs - et peut- tre 

meilleures - recommandations auraient pu 
de mlle es m ins en pu 
etre formulees, examinees et mises en placepour resoudre les problemes. Bien que 

les rapports d'activites mensuels ett i e t i l e i f r n e i i i n o mtrimestriels des differentes divisions comae 
utiles pour le dialogue de mise en oeuvre du 
Projet en cours, nous ne pensons pas qu'ils 

soient un remplacement adequat pour une cellule 
de suivi et d'evaluation. 

Enfin, nous estimons que l'autorit de 
sous-traitancee eTufts University est 
inutilement complexe et ne constitue pas le 
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behind the BIFAD Title XII arrangement, we 

cannot truly say we are convinced of the 

benefits of this university's sub-contracting 
authority. In the first place, the 


e, ico State
sub-contracts with New 
University and North Carolina Agricultural 
and Technical State University appear to 

have suppled a toial of three long-term
the-technical assistance team, of 

per o fore tAgricultural 

graduate sturient. To our knowledge, none of 

these persors were directly employed by the 

sub-contracting universities for a significant 
period of time prior to initiation of their 

arrangements with Tufts University and it 
appears that all of the positions involved in 

-the Project could have be filled by the same 
or comparable - technicians under direct 
contract with Tufts University itself. 

While the e, istinq sub-ccntracts do also 

provide Tufts University with access to 
certain short-term personnel and technical 
capacities not present in Medford, 
Massachusetts, we do not believe these 
sub-contracting additions to be so unique as 
to require specific sub-contracts with the 

orother universities in question. These ­
similar - personnel and services could, in our 

minds, have been more easily and quickly 
supplied to the Project by one contract with 

Tufts University. They might also have been 

supplied more cheaply if Tufts University 
had had authority to canvas the entire 
private sector in the United States, rather 
than being restricted only to sister Title XII 

universities. 

In the second place, the Tufts University 
sub-contracting mode does not seem to us to 
have worked very well with respect to the 
work with ILCA or the USDA Plum Island 
Animal Disease Center. With ILCA, there 

have obviously been numerous 
sub-ontactngpoblms hat avedelyedde 

and cancelled important work activities, as 
discussed under the previous sections on 

livestock activities and natural resources 
management. With Plum Island, it appears 
that some work is proceeding on their 
thermostable vaccines and vaccines against 
small ruminant pest but it is entirely unclear 
to us by what terms of reference or payment 
basis this is being done since there is 
neither a written contract or an agreed 
budget for these important activities. The 
work seems to have been conductea under a 

Bien que nous ayons tenu compte des serieuses 

difficultds et des delais enreaistres au niveau 

du systeme de passation de contrats de 'AID et 
nousdes interets de l'accord BIFAD Titre XII, 

ne pouvons affirmer que nous sommes 

convaincus des avantages de l'autorite de 
sous-traitance de cette universite. Tout 

d'abord les contrats de sous-traitance avec New 
Meico State University et North Carolina 

and Technical State Unviersity 

semblent avoir fourni au total 3 personnes & 

long terme pour I'equipe d'assistance technique, 
A notredont deux techniciens et un etudiant. 

connaissance, aucunE de ces personnes n'Otait 
directement employee par les universites 
sous-traitantes pour une periode assez 
importante avant le dmarrage de leurs accords 

avec Tufts Universite et il semble que tous les 

postes du Projet auraient pu etre occupes par 
les memes - ou comparables - techniciens sous 
contrats directs avec Tufts University. 

eBien que les contrats de sous-traitance 
existants permettent 6galement a Tufts 

University d'avoir acc~s a du personnel Acourt 
terme et a des compitences techniques qui 

n'existent pas A Medford, Massachusetts, nous 

nestimons pas que ces additions de sous 
traitance soient si exceptionnelles pour 
ncessiter des contrats de sous-traitance 
specifiques avec les autres universites en 
question. Ce personnel - ou un personnel 
analogue - et ces services pourralent, a notre 
avis, dtre plus aisement et rapidement fournis 
au Projet par un contrat avec Tufts University. 
Ils auraient egalement pu etre fournis A 

meilleur prix si Tufts University avait le 
pouvoir de prospecter tout le secteur prive aux 
USA, plutot que d'etre limitee aux seules 
universites soeurs de Titre XII. 

Deuxiemement le mode de sous-traitance de 
Tufts University ne nous semble pas avoir bien 
marche dans le cas du contrat avec le CIPEA ou 
le Centre de Lutte Contre les Maladies Animales 

1'USDA Plum Island. Avec le CIPEA il y a eu 
demmePld nma e le e 

sous-traitance qui ont retarde et annul6 
d'importantes activites, comme nous l'avions vu 
dans les sections precedentes sur les activites 
pastorales et la gestion des ressources 
naturelles. Avec Plum Island, il semble que des 
travaux sont en cours sur les vaccins 
thermostables et les vaccins contre la peste 
chez les petits ruminants mais nous n'avons pas 
encore pu determiner de manitre precise les 
termes de reference ou la base de paiement 

122 



somewhat casual academic relationship 
between the Tufts University School of 

Plum IslandVeterinary Medicine and 'he 
Center staff but such relationships havebene sngd out bych orentohisNvebeen singled out by Governm ent of Nigerpe
officials as entirely too vague in orientation 

and not at all satisfactory in terms of
tangible results. 

With respect to Project financial 
administration, the AID Controller's office 

seemed relatively well pleased with present 
financial operations within the Project. 
Similarly, the Regional Inspector General's 
final Program Audit report did not raise any 

very major problems which were not resolved 
by access to further information from Tufts 
University cr the subsequent staff training 
sessions instituted by the AID Controller's 
office. 

The two nagging problems which seem to 

persist at present are the continued slow 

disbursememt of Project funds vis-a-vis
funds earmariked by the Controller for 
specific activities and the apparently 

ddfinissant la rdalisation de ce travail 6tant 

donnd qu'il n'existe ni un accord ecrit ni un 

budget agred pour cet important travail. Le 
travail semble avoir 6t6 entrepris dans le cadre 
taalsml vi t nrpi asl ar 
de quelque rapport academique fortuit entre les n e deI E o e M d ci V t r a r epersonnel de l'Ecole de Medecine Veterinaire de 
Tufts University et celui de Plum Island mais ce 
rapport, de l'avis des responsables du
Gouvernement du Niger, est trop vague dans son 

orientation et pas du tout satisfaisant en 
termes de rsultats tangibles. 

Concernant l'administration financiere du 
Projet, le Bureu du Controleur de I'AID 
semblait relativement satisfait des opdrations
financitres en toursau sein du Projet. De 

faner e ors aui d Projete 
meme, le rapport final d'audit de l'Inspecteur 
Gtneral Regional n'a pas fai cas de problemes 
tres importants qui n'aient pas dtd resolus parl'acces a d'autres informations de Tufts 

University ou les sessions ulterieures de 

formation du personnel organisees par le Bureau 
du Controleur de I'AID. 

Les deux principau: probl~mes qui semblent 

toujours persister sont la lenteur continue du 
secesive adtivanes requdted bppaey cdboursement des fonds du Projet par rapportexcessive advances requested by the Project 

for activities which are clearly not movingalong as projected. 

With respect to slow disbursements, the 
- in terms of actualProject to date has spent 

disbursements and accruals - only 335 
percent of the total funds obligated for the 
Projectdboursements 
earmarked and committed by the Controller. 
Of the funds actually disbursed or for which 
accruals are outstanding, the following is thepattrn o expnditres:le
pattern of expenditures: 

1. Funds for technical assistance: 
$3,951,876 or 8:.1 percent of the 
total. 

2. Funds for all training: $11,375.00 
or 0.2 percent of the total. 

3. Funds for other Project activities, 

exclusive of construction and 
commodities: 11.7 percent of the 
total. 

According to the Controller's Quarterly 
Project Report dated September 30, 1985, no 

construction has taken place in the Project as 
yet - although $1,429,900.00 are allocated 
for this purpose - and no commoditias have 

a x f n s a f c u s p rl o t o e r p u e 

aux fonds affectues par le Controleur pour desactivites specifiques et les avances 
apparemment excessives demandes par le Projet 

pour des activit~s qui manifestement ne 

progressent par comme prevu. 

Concernant la lenteur de deboursements, le 
Projet, Ace jour, n'a depense en termes de 

effectifs et d'accumulations que 
33bourentd efetifs et a lo ns que 
33,5 pour cent du montant total alloue et 47,9 
pour cent de ce montant rserv s ou engages par

Controleur. Ci-dessous le resume des 
depenses au titre des fonds effectivement 

ulationsdebourses ou par lesquels des acc 
sont en cours: 

i. Fonds concernant l'assistance 

technique: $3.951.876 soit 88,1 pour 
cent de lensemble. 

2. Fonds concernant l'ensemble de la 

formation: $11.375 suit 0,2 pour cent 
de l'ensemble. 

3. Fonds concernant d'autres activits du 

Projet, non compris les constructions 
et Vacquisition des biens 
d'equipement: $524.550 soit 117 pour 
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been procured, other than through the 
technical assistance component. 

Obviously linked to the above problem has 
been the Project's seeming inability to 
accurately judge the pattern of financial 
disbursements on a monthly basis. This 
deficiency has led to the Project Director's 
consistently requesting that more funds be 
provided as advances than are spent in the 
succeeding thirty-day period. A particularly 
aggravating example of this tendency at the 
moment is the status of the advance 
outstanding for the Project's Emergency 
Drought Plan. In this case 56,000,000 FCFA 
were advanced in March 19:35, of which only 
21,000,000 FCFA have been disbursed and 
vcuchered as of the latest financial report. 

A third problem, ,hich is raised by the 
evaluation team, is that the present financial 
accounting system of t'-e Project does not 
adequately break do..'r a_-:ual Project 
disbursements by spec:fc use for different 
Project activities - -.. irganization of 
Herder Associations, animal production 
trials, veterinary health interventions. This 
problem, combined with the fact that very 
fewov benefits of these inTerventions and 
activities have been quartified by the 
Project, nas efiectively orecluded most 
financial or economic analyses of these 
activities and interve ticns, either by the 
Project itself or by the economist on the 
evaluation team. This is a problem which we 
believe must be addressed immediately if any 
such analyses are to form a part of the 
Project's own internal monitoring and 
evaluation system or be a part of any future 
e,:ternal evaluation worK, 

Finally, we must mention the unfortunate 
history of the Project's credit funds with the 
Herder Associations, which now fortunately 
has come to an end. This activity was 
possibly the most controversial element of 
the Project's design process. Both the 
conceptual basis and the ooeraticnal plan for 
the credit funds were heavily critici:ed by 
AID's own Program Economist in Niamey and 
by several independent consultants in memos 
written to the AID Director. The scecific 
criticisms at the time concerned: 

1. 	 The lack of any substantial proof 
that there were actually proven 
technical livestock interventions 

Selon le r'oport trimetriel du Controleur, a la 
date du 30 septembre 1985, aucune activiti de 
construction n'a encore eu lieu dangq le Projet 
bien qu'on ait alloue s1.429.900 1 cet effet - et 
aucun bien d'equipement n'ait ete achete, autre 
que par le biais du volet assistance technique. 

L'inaptitude du Projet a juger de mani~re 
precise le niveau de deboursements mensuel a 
ete evidemment liee au prooleme sus-mentionne 
Cela a fait que le Directeur du Pro jet demands 
constamment des avances de fonds superieures 
au;: depenses effectuees dans les 30 jours qui 
suivent. Un e:emple critique illustrant cette 
tendance a l'heure actuelle, c'est l'etat de 
l'avance restante pour le Plan o'Urgence du 
Pro jet de Lutte Contre la Secheresse. Dan. ce 
cas, 56.000.000 FCFA ont ete avances en mars 
1985 dont 21.000.000 FCFA seulement ont etO 
debourses et justifies a la date du dernier 
rapport financier. 

Le troisieme probleme qui est souleve par 
l'equipe o'evaluation , c'est que le systeme 
comptable et financier actuel du PrcJet ne fait 
pas un decompte adcquat des oeboursements 
effectifs par activite 
sp4cifique du Projet, Eemple, oroanisation des 
GMP, essais production animale, ou 
intervent:ons de sante veterinaire. Ce 
probleme, aesocie au fait que tres peu 
d'avantages de ces interventions et activites 
ont 6i. quantifies oar le Proet, a effectivement 
empeche la plupart d'analyses economiques ou 
financieres de ces activit.:s et interventions, 
soit par le Projet lui-marre, soit par 
l'economiste de l'quipe d'evaluation. C'est un 
probleme qui, selon nous, doi etre ex;amine 
immediatement si de telles analyses doivent 
faire partie du systeme interne de suivi et 
d'.evaluation du Pro jet ou aoivent faire partie de 
tout futur travail d'evaluation e':terne. 

Enfin, il convient de mentionner la triste 
histoire oes -onds de credit ou projet avec les 
GNP, qui heureusement a pris fin. Cette 
activite 6tait probablement l'element le plus 
controverse de la conception du Frojet. La base 
conceptuelle et le plar de fonctionnement du 
fonds de credit etaient serieusement critiques 
par l'economiste de lAI, I Niame,, et par 
plusieurs consultants independants dans des 
memoranda adresses au Directeur de i'AID. Les 

critiques specifiques formulees portaient sur: 

1. 	 Le manque de preuve concluante qu'il y 
avait effectivement des interventions 
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available to extend to herders and 
any such interventions aeriri 
needed a credit program as the 
basis for extension efforts. 

2. 	 The demonstrably poor track records 

of numerous credit projects in West 
Africa which had tried to extend 
credit to various rural groups for 

purchase of consumption goods, 
including foodgrains. 

3. 	 The shaky economic basis for 

statements that large numbers of 
herders were forced to sell their 
animals at the end of each dry 
season at very low prices simply to 

buy millet and sorghum. 

4. 	 The operational problems inherent 
in dealing with credit clients who 
are sparsely distributed over the 
pastoral zone and who depend upon a 

high degree of mobility in their 
economic stratenies. 

5. 	 The lack of integration of the 
proposed credit funds with the local 
government services or private 
banks and the distinct risks 
involved in attempting to run a 
parallel credit program through a 

project. 

We believe that all of these problems have 

arisen with a vengence in the administration 
of Project credit funds and the only thing of 

a favorable nature to report is that Project 

staff were sufficiently aware of them to stop 

further disbursements of credits. The 
losses, thereby, were limited to a sum less 

than the $37,155.00 disbursed among the 

herder groups. 

With repect to the programmatic problems 

encountered in the first twenty-eight months 
of Project's life, the most major is the 

evidence that AID and the Government of 
Niger have, from the beginning, not been in 
complete agreement on the Project's 
objectives, target groups, and levels of 

technical assistance needed to implement 
Project activities. The Government of Niger, 

just prior to signature of the Project 
Agreement, insisted that the minutes of a 

meeting held on August I, 1983 be inserted 

techniques pastorales ayant fait leurs 
preuves et que l'on pouvait appliquer 
au-: dleveurs, et que toute intervention 
de ce genre necessitait a priori un 
programme de credit comme base de 

cette 	vulyrisation. 

2. La mauvaisa performance des nombreux 

projets de credit en Afrique de l'Ouest 
qui avaient essays d'accorder des 

credits aux differents groupes ruraux 
pour l'acquisition des biens de 
consommation. 

3. Le fondemant economique peu fiable 
des declarations selon lesquelles un 

grand nombre d'eleveurs stait oblige de 

vendre leurs animaux a la fin de chaque 
saison seche a de tres bas prix 
simplement pour acheter du mil et 
sorgho. 

4. Les problbmes de fonctionnement en 

traitant avec les clients du systeme de 
credit qui sort repartis dans la zone 
pastorale et qui dependent d'un degre 
de mobilit6 eleve dans leur strategie 
dconomique. 

S. Le manque d'integnation des fonds de 

credit aux services publics locaux ou 
au-: banques privdes et les risques 

6vidents que l'on court en essayant de 
diriger un programme parallels de 

credit par le biais d'un projet. 

Mous est 
imons que tous ces problemes se 

sont posts avec l'administration du fonds de 

credit et la seule chose de nature favorable que 

l'on puisse dire est que le personnel du Projet 

en 6tait assez conscient pour mettre fin a tout 

autre deboursement de credit. Les pertes, par 
sommeconsequent, sont limiteas a une 

inferieure A $37.155 repartis entre les groupes 
d'eleveurs. 

Concernant les problemes de programmation 
rencontres pendant les 2 premiers mois du 

Projet, le plus important, c'est la preuve que 

I'AID et le Gouvernement du Niaer, des le debut, 
n'dtaient pas parvenus 4 un accord total 

concernant les objectifs du projet, les groupes 
cibles et les niveax d'assistance technique 

necessaires pour realiser les activites du 

Projet. Le Gouvernement du Niger, juste avant 

la signature de l'Accord du Projet, a demande 
que le proces-verbal d'une reunion tenue le I 
aoOt 1983 soit inser6 dans l'Accord du Projet A 
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into the Project Agreement as an amendment 

"so that it can be taken into account during 

the preparation of the Agreement document 

b,,etween the two parties." 


This statement, while appended to the 

Project Agreement, does not seem to have 

been taken into account immediately by AID 

for what it truly was - i.e. a somewhat 
indirect but nevertheless cogent statement 

of the Government of Niger's dissatisfaction 
with some aspects of the Project design as 


presented. While in hindsight the Project 

Agreement should not have been signed 
without substantial component by component 
and line item by line item review of all 

points of disagreement raised by the 

Government of Niger, AID at the time, 
presumed that the issues presented could be 

dealt with in the course of contract 
negotiations and in the detailed work plan to 
prepared within the first ninety days of the 
Project. This course was, infact, followed 

with mixed success. evertheless, many of 

the problems raised by the Government of 

Niger in the Project Agreement appendi.x have 
not yet been resolved and have been raised 
again in this evaluation. Most notable among 
these problems are the lac( of integration of 

the Project with local government agencies, 
the high level of technical assistance, the 
lack of movement on any promised 
construction in the pastoral zone, the lack of 

external training for Nigerien technicians, 
and the use of graduate students as 
"technical assistants" in Project activities, 

In many cases, the evaluation team has tried 
to make constructive suggestions to 
amelior,te the problems and in other 
situations -,Iy immediate action by the 
Government of Niger itself can resolve the 
pending issues, but what is completely clear 
at this point is that the present Project 
cannot continue until all issues raised by the 

appendix to the original Project Agreement 
are resolved by negotiations and; that the 
appendix is formally dropped from a 
redrafted Project Agreement. 

The second programmatic issue which was 
raised in different ways during the 
evaluation is the apparent disparity between 
the Project's objective of devising low-cost, 
easily-replicated technical interventions for 
herders with the seemingly enormous cost of 

titre d'annexe "de manibre &pouvoir itre pris 

en consideration lors de la preparation, par les 

deux parties, du document de l'Accord." 

Cette diclaration, bien qu'annexie a l'Accord 

du Projet, ne semble pas avoir ete prise en 

consideration immediatement par 1'AID pour ce 

qu'elle etait reellement, c'est-1-dire une 

declaration quelque peu indirecte mais 
nianmoins valable faisant etat du 

mecontentement du Gouvernement du Niger 
quant A certains aspects de la conception du 

Pro iet telle que presentee. Bien que, selon une 

analyse retrospective, l'Accord du Projet 

n'aurait pas dO Otre signO sans examen 
minutieux, volet par volet, et rubrique par 

rubrique de tous les points de d6saccord 
souleves par le Gouvernement du Niger, l'AID 

estime que ces points auraient pu ttre traites 

pendant les negociations du contrat et dans le 

plan de travail detaille a preparer pendant les 
90 permiers jous du Projet. il s'en est suivi,
bien sOr, un succes mitige. Heanmoins, la 
plupart des problemes souleves par le 
Gouvernement du Niger dans l'Annex 1 l'Accord 

du Projet n'ont pas encore et resolus et ont une 

fois de plus ete souleves par cette evaluation. 
Les plus importants de ces probl mes sont le 

manque d'integration du Projet aux organes 
locaux du Gouvernement, le niveau 6leve de 

l'assistance technique, le manque de mouvement 
en matiere de construction promise dans la zone 

pastorale, le manque de formation a l'e;:terieur 

des techniciens nigeriens, et I'utilisation 

d'etudiants en qualite d'"asistants techniques" 
pour les activites du Projet, Dans plusieurs 

cas, l'equipe d'evaluation a essays de formuler 
des suggestions constructives pour alleger le 

probleme et dans d'autres situations seule une 
action immediate de la part du Gouvernement 
lui-meme peut resoudre les problemes qui se 
posent, mais Ace niveau, ce qui est bien clair, 
c'est que le pr~sent Projet ne peut se 
poursuivre A moans que tous les problemes 
poses par l'Annexe a l'Accord du Projet ne 
soient resolus par des negociations et que 
l'Annexe ne figure plus dans la nouvelle 
redaction de l'Accord du Projet. 

Le second probl~me de programmation qui 
s'est pose de differentes manieres durant 
l'evaluation, c'est la disparite manifeste entre 
l'objectif du Projet de concevoir des 
interventions techniques peu onereuses et 
aisement transmissibles et le coot apparemment 
ilevd du Projet par beneficiaire eleveur prevu. 
Quand la conception du Projet 
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the Project per projected herder beneficiary. 

When the Project design was completed, the 

projected budget totalled $19,284,000, of
whic 	AI watohaveconribtedbdn~ficiaires 


which AID was to have contributed

517,500,000. The projected beneficiary 

population was 1:3,000 herders and their 


family members. This implied a cost per 


beneficiary cost of 5i,071.33 for the entire 


budget and $972.22 for the AID budget 

contribution. 


Since the original Project was designed, 


the AID contribution has been reduced to 

te fesibe hederles
$13,94,00 bt
$13,394,000 but the feasible herder 


beneficiary population is also likely to be
 

lower than predicted for many Project 

interventions, particularly Herder 

Associations. 


Hence, the issue of the level of acceptable 
costs per projected beneficiary remains aen 

s ct e ptbeficary vemns ae 
significntcone,iplarti rg the 
roeurrentcot iicaintis foteofsquestion 
Government of Nier in this time of severe
austerity. Any redesign or reorientation of 

Project activities must carefully consider 

this issue in terms of activities to be 

retained in the Project and those to be 
dropped to lower the cost per beneficiary or 
to raise the number of beneficiaries. 

The last two programmatic issues we 
should raise are: 

i. 	 The need to clearly distinguish in 
btwen tosedoivent 

project design between those
pro ectdesgn 

activities which must be linked to a 
particular geographic zone and those 
which more properly should be 
funded in support of specific 
elements in a national sectoral 
development strategy. 

2. 	 The problem of the highly 

differential allocations of Project
)nt

resources between the difff 

Departments in the Project Zone. 

With respect to the first issue, we believe 
that the designers of the Project did the 

implementors a disservice by not clearly 
distinguishing from the start thosedsledprromthestat toseactivites 
activities in the Project best suited by the 

development at the national - or even 

disingishng 

Etait achevee, le budget prvu s'6levait & 

$19.284.000; la contribution de lAID devait 
s'elever A 517.500.000. Les populations
bln fiir prevu es poplat.0 n s 

prvues 6taient 18.000 6leveurs et 

les membres de leur famille. Cela signifiait un 
c~ 	 rbnfcar e5.7,3pu 

ral'ensemble du budget et $972,22 pour 

cn tribui d u budget.
 
au budget.contribution de PAID 

Depuis la conception originale du Projet, la 

contribution de l'AID a 6t6 reduite a 13.394.000 

mais l'effectif des eleveurs beneficiaires sera 

probablement plus faible que prevu pour 

plusieurs interventions du Projet, notammentGMP. 

De ce fait, la question de niveau de coOts
 
acceptable par bneficiaire prevu demeure
 
capitale, compte tenu notamment des
 

consequences des changes recurrentes pour le 
cette 	periode

d'austerite. Toute reorientation des activit~s 
du Projet doit minutieusement examiner cette 

en termes d'activitds Aretenir et 
d'activites a supprimer pour reduire le coOt par
bnfcar uagetrl obed 
b~n~ficiairesl 

Les deux derniers problemes de 
programmation que nous aimerions soulever 
sont: 

I. 	 La ncessit6 de faire au niveau de la 

conception du projet une nette 
distinction entre les activites qui
ditnt etre les a une zone 

tre lies A une ?one 
geographique cpecifique et celles qui 
doivent etre financees pour apporter 
assistance a des elements specifiques 
de la strategie nationale de 
ddveloppement sectoriel.
 

2. 	 Le probl~me de l'enorme difference au 
niveau des allocations de ressources 
aux differents Departements de la zone 
du Projet. 

Concernant le premier probl~me, nous 

estimons que les responsables de la conception 
du Projet ont rendu un mauvais service auxresponsables de l'e'oxecution en ne faisant pas 

ds le depart une ee distinction entre les 
nntediicioetels

du Frojet qui conviennentmieux pour 

une mise en oeuvre au niveau national, regional 
ou m~me sahelien et celles qui necessitent 
reellement une orientation zonale spdcifique. 
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Par exemple, la mise au point des vaccins 
Sahelian regional - level from those which 

thermostables ou d'un vaccin contre la peste desreahla reuiednal -slecc fonl hoientio. petits ruminants constitue des activates quitreally required a specific zonal orientation.petsrmnnscniuedsatvtsqi

For example, the development of 

thermostable vaccines or a vaccine against 

small ruminant pest are activities which, to 
our mind, should have been put into a 

Sahelian regional context from the start, 

with the development of a regional 

collaborative network between the USDA 

Plum Island facility, the Hann Laboratory in 
Dakar, the Central Veterinary Laboratory in 
Bamako, and the National Veterinary 
Laboratory in Niamey. 

Simiarly thlivstok maketAvoirimpove 
survey system or the biomass monitoring and 

sysemensthe ysurveyllanc a niringaquantites
surveillance elements of the Early WJarning 

System are truly useful to Niger only in the 
content of improved nation-wide systems.oudm

whchsstemgnerte lrgeouHavigHaving systems which generate large 

amounts of very specific and valuable 

information for one small zone, while 

adjacent zones receive no coverage or remain 

covered by old and inefficient systems, is not 

a very productive way to plan or implement a 
livestock sector strategy. 

Moreover, given the Government of Niger's 

ny ativtywe believe that any activity which is 

'developed within a project without planning 

from the outset on the mechanisms and means 
ito te gvernentd'etreto itegate tto integrate it into the government 

institutions and their budgetary processes 

runs a very great risk of being rejected or 
too costly and/or too 

abandoned as 

complicated to maintain after project 
assistance isterminated. 


The problem of differential allocations of 

Project resources arises as a result of our 

interviews in Agadez with departmental 
government services personnel. In this area, 

the Project is viewed as based and almost 

exclusively oriented toward Tahoua 
Department. Local government personnel 
have a difficult time understanding why
Agadez Department, which technically 

occupies the largest percentage of the 

Project zone in area, has received so few 
And, we, too, areresources from the ProJect. 

at a loss to understand why the Project has 
put such a large percentage of its resources 
only in Tahoua Department. 

selon nous, devraient tre inser~es dans un 

contexte rgional sahelien des le debut au m~me 
un -4seau regionaltitre que l'6tablissement 

conjoint entre USDA Plum Island, le Laboratoire 

Hann de Dakar letLaboratoire Veterinaire 

Central de Bamako et le Laboratire Vrinaire 

National de Niamey. 

De mme, le systbme amlicr6 de contrle et 
de surveillance du marche de betail ou les 
elements de controle de la biomasse du Syst~me 
d'Alete ne sont vraiment utiles au Niger que 
dans le cadre des systemes nationaux ameliores. 

des systemes qui produisent de grandesu rdietd rne 
d'informations tres specifiques et de 

Aordsss~e 

vlu ocra uepri oe lr u o 
artie zone , alrs que lesvaleur concernant une 

zones adjacentes ne regoivent aucune couvertureretovrtspresytme
demeurent couvertes par des systemes

archaiques et inefficaces, n'est pas une maniere 
oe meste ercs prou e e nifi e r 

oeuvre une str&aiE relative au secteur de 

l'elevage. 

Par ailleurs, compte tenu des difficiles 
problemes financiers que connait actuellement 

le Gouvernement du Niger, nous estimons que 

very difficult fiscal problems at the moment,saspnictondsedpatocratler toute activite rdalisee darms le cadre d'un projet 
we bliee tat hic issans planification des le dpart concernant les 

mciyens et les mecanismes de l'integrer aux
institutions du Gouvernement et & leur 
insus ugetair,cout e grn r 

rejetee ou supprimee parce que tropprocessus budgetaire, court le grand risque 
onereuse et/ou trop compliquee maintenir 

apres la fin de l'asssistance au projet. 

Le problme de difference au niveau des 

allocations des ressources du Projet se pose 

parce que resultant de nos interviews a Agadez 

avec personnel des sevices publics 

departementaux. Dans cette region, le Projet 

est consider6 comme etant base et 

presqu'exclusivement oriente vers le 
Les cadres locaux duDepartment de Tahoua. 

Gouvernement ont du mal a comprendre pourquoi 

le Departement d'Agadez qui tecnniquement 
occupe le plus grand pourcentage de la zone du 

Projet a regu si peu de ressources du Projet. 

Nous avons egalement eu du mal Acomprendre 
pcurquoi le Pro jet a mis un si grand pourcentage 

de ses ressources dans le seul Departement de 
Tahoua. 

Compte tenu de la ndcessite de mettre en 

place un appui politique aux activites du Projet 
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Given the need to build political support
of Project activities throughout its entire
assigned zone and th ufact that pastoral 


conditions do not vary very much as one 
crosses a departmental boundary, we should 
have thought it a wise strategy on the 


Project's part to spread the resources around 
among activities in all three Departments. 
This certainly would have been one way to 
generate interest in the Project among the 
two Prefects in Agadez and Maradi and among
their resoective departmental staffs and,
theirarespectiveddepartmentalsstaffsoand 
thereby, possibly counterbalance some of the 
pressures from administrative authorities inpressuresordin.at~urs 
Tahoua. Certainly, the setting up of at least 
one of the Project's computers in Agade: and 
Maradi, instead of keeping all of them in one 

room in Tahoua, would have been a tangible 
indicator of Project interest beyond Tahoua 
Department. To date, the only tangible 
indicators that the Project even includesAgade: and Maradi Departmnents are the 
huan and veteriar eathntervetions
hu man and veterinary health interventionsp 

and the rnari'et survey system and that, in 
our opinion, is not very good institutional 
politics for a Project that needs all the 
regional support it c'an get from government 
officials and the Higerien public. 

With respect to the external training 
envisaged in the Project Agreement, virtually 
none of it hab ',ken place. The Project has 
budgetary resources to provide up to 24 
scholarships for specialized training in the 
United States and in Africa. To date, only 
one technician has been trained in satellite 
imagery and teledetection techniques in 
Ouagadougou. 

The problem with the ex:ternal training 
lies wholly with the Government of Niger and 
its newly-instituted training policies for 

niilsewlyint ste tni policies fr
civil servants. These new policies were 

apparently instituted at the highest levels of 
the Government of Niger as part of the 
general austerity program being imposed on 
all sectors of the national economy. Under 
this program, there is great and legitimate 

cnt ­
concern about the ever-rising wages bill for 
employees on the government payrolls. The 
slow-down in authorizations for external 
training is a direct consequence of this 
concern in that it strives to eliminate 
"unnecessary" training and to allow only 

senior candidates, who have been in their 

au niveau de toute la zone qui lui esi assignee, 
et du fait que les conditions pastorales ne
varient pas beaucoup quand on traverse les 

frontires d'un departenent, nous aurions dO
 

penser qu'il 6tait sage de la part du Projet de 
ventiler ses ressources entre les activites 

entreprises cans tous les trois departenents.
 
Cela aurait certaineent t une raniere de 
susciter k lendroit du Projet linteret des 
pr~fets d'Agadez et de Maradi et de leurs cadres 
d~partementaux: respectifs et si possible de 
contrebalancer une partie des pressions des 

autorites administratives a Tahoua. 
Assurenent, l'installation d'au mons l'un desdu Projet a Agadez et Haradi, au
 
li u d are tous dae au
 
au de cde e ATrhsu
un tanble 

Projet au-dela du d6partment de Tahoua. A ce 
jour, les seuls indices tangibles selon lesquels 
le Projet inclut egalement leE departments 
d'Agadez et de Maradi sont les interventions de 

gat uan tvtrnie -seedsante humaine et veterinaires ettlle systemne de 
contrOle de marche et cela 1 notre avis, n'esta n tr s b ne ol iq n t tu o ne e
 
pas une tres bonne politique insttutionneile
 
pour un projet qui a besoin de tout l'apoui
 
regional qu'il peut recevoir des responsables du 
Gouvernment et de la population nigerienne. 

Concernant la formation I l'exterieure prevue 

dans l'Accord du Projet, en fait, elle n'a pas eu 
lieu. Le Projet a des ressources budgetaires 
pour financer jusqu'I 24 bcurses d'etudes pour 
une formation spdcialise aux USA et en 
Afrique. A ce jour, un seul technicien a etd 
form6 en techniques d'images par satellite et de 
tdldetection A Ouagadougoou. 

Leproblmede la formation A 'tranger 
releve entierement du Gouvernement du Niger et 

de ses nouvelles politiques relatives a la 
formation des forctionnairas. Ces nouvallas 
politiques etaient apparemment instituees aux
plus hauts niveaux du Gouvernement au titre du 

programme general d'austerit6 impose A tous les 
secteurs de l'economie nationale. Dans le cadre 
de ce programme, il y a une importante et 
ldgitime proccupation concarnant la masse 
globale toujours croissante des salaires des 
fonctionnaires. Le ralentissement des 
autorisations concernant la iormation A
lutranger est une consequence directe decette 
er aer e s e sene ie e ee
 

preoccupation dans ce sens u'il vise A imnner 
la formation "inutile" eta ne permattre qu'aux
candidats titulairises ayant accomli 5 ans ou 
plus dans le meme corps du mme service, A 
beneficier d'une stage de formation. Il a ete 
porte Anotre connaissance que cette politique 
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est vivement appuyie par la Banque Mondiale et 
civil service grades foar five years or more, le Fonds Monetaire International dans le cadre 
to receive additional Job-related training. des prets d'ajustement structurel mais nous 
We were told that this policy is strongly n'avons pu ce our verifier les preuves de
 

aosu&cejrvrie l pue d

supported by the World Bank and the 
supprtedth oard Hand and the o tcette allegation avec les representants de l'une 
International Monetary Fund in the context *ecso nstos
 

of the new structural adjustment loan g
 

package but have been unable to date to Toutefois, en ce qui concerne la situation 
verify the facts of this allegation with relative A la formation d l'etranger, celle-ci a 
representatives of either organization. atteint un point critique. Etant donne qu'il ne 

reste plus que 32 mois pour le reste de la duree 
As regards the Project, however, the 

du Projet, il est deji impossible d'envoyer des 
situation with respect to e;:ternal training 

Wth 	 nigeriens pour une formation niveau license auxcriis 	 Et, etant donne quehas lealya crisiseacedpoint.oin. With onlynlyUSA. 	 la plupart deshas clearly reached 
c ant dovent supvr des 

thirty-two months remaining in Project life, 	 candidats nigdriens doivent suivre des tours deit is already impossible to send Nigeriens 
it isalreadlor ssibgreeleve toenigeins hformation en langue anglaise avant qu'ils ne 
for Bachelor's degree level training in the puissent commencer des etudes du niveau 
United States. And, given that most Nigerien Master's, nous estimons que le I mars 1986 est 
candidates would have to enter English la date limite a laquelle le Gouvernement du 
language training courses before they could Niger doit presenter 1 lAID tout candidat pour 
start Master's degree level studies, we 

une formation niveau Master's, si le candidat
 
believe that March 1, 1986 is the absolute doit commencer ses 6tudes au% USA en
 
last date by which the Government of Niger septembre 136. Meme avec ce programmet il
 
must present any Master's level training nostembe seue ae eud ant i
are to start nous semble que,que, seuls les 	etudiants biencandidates to AID, if they 

studies in the United States in September formes, ayant probablement une certaine
 
1986. Even with this schedule, it would connaissance de la langue anglaise, pourraient
 
a9pe.rEvenuwthathislsceduly w ulpd terminer leurs Master's degree dans la plupart
 
appear to us that only very well-prepared des universites americaines en deux annees
 

unesate.e n 

students - who have prior English language d miqu 

acadmiques et un dt6.
capabilities - would be likely to be able to 


finish Master's degrees in American Pour certains cours de formation specialisie,
 
universities in just two academic years and il y a toujours la possibihte d'envoyer des
 
one summer. 
 candidats au:: USA pour moans d'un an pour des 

programmes d'etudes non-sanctionnes pour unFor some specialized training courses, 
Dans ces cas, concernant notamment la

there is still the possibility of sending 	 dipl~me. 
formation en sante veterinaire et humaine, cette

candidates to the United States for less than 
one year in non-degree programs. In these formation sera achevee avant la fin du Projet, si 

cases - mostly concerned with human and le Gouvernemenc du Niger presence des 
temps opportun. Etant donn6 queveterinary health training - training could be 	 candidats en 

la plupart des candidats devront etre recrutdscompleted before the end of the Project, if 
parmis les cadres superieurs de la fonctionthe Government of Niger presents its 
publique pour satisfaire aux conditionscandidates quickly. Since most of these 
d'admission il peut y avoir moans de resistancecandidates would have to be drawn from the 

higher levels of the civil service grades to Ace genre de formation dans la mesure ob elle 

meet the entrance requirements of the short n'entrainerait pas une promotion rapide par le 

courses, there may be less resistance to this biais des categories de la fonction publique et 

type of training since it would not lead to par consequent une masse globale de salaires 
plus 6levee pour le Gouvernement.rapid promotions through the civil service 

ranks and therefore higher wage bills for the 
government. 
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D. Recommendations 

The following are recommendations which 
the evaluation team wishes to present to the 
parties to the Project Agreement for 
consideration and imp emenation, as 
appropriate: 

1. Administrative Recommendations 

a. 	 The Government of Nicer should 
designate the acting Project 
Director as the new 
fully-authorized Project 
Director and plan to continue 
him in this oosition through the 
end of the Project in June 191.:.l?. 

b. 	 Tufts University should take 
appropriate contractual steps, 
as necessary, to ouarantee that 
an experienced and full-time 
Chief-of-Party is retained 
through the end of the Project. 

c. 	 The Project Management Unit 
should be immediately 
reconstituted and the Project 
Director, the Chief-of-Party, 
and the Project Division Heads 
should meet a minimum of once 
per month through the end of 
the Project. Each meeting 
should be recorded with 
detailed minutes indicating 
what issues were discussed, 
what actions were taken, and 
who soecifically was assigned 
any follow-up actions. 

d. 	 The size of the Project 
expatriate technical assistance 
team should be reduced as per 
the various preceedino sections 
of this evaluation report to 
five persons: the 
Chief-of-Party, the economist, 
the sociologist, the 
veterinarian, and the medical 
doctor. All other positions 
should be terminated as the 
e-isting contracts for present 
incumbents ex:pire. We see no 
need for the creation of any 
new long-term e::patriate 
contract positions through the 
end of the Project. 

D. Recommandations 

L'Oquipe d'Ovaluation soumet aum parties A 
l'Accord de Projet les recommandlaions 
suivantes pour examen ct application au besoin: 

t. Recommandations administratives 

a. 	 Le Gouvernement du Nicer doit 
nommer le Directeur oar interim 
du Projet nouveau Directeur 
pleinement autorise du Prcjet et 
planifier de le garder A ce poste 
'jusqu'A la fin ou Projet en Jjin 
1988. 

b. Tufts University doit, au 
besoin, prendre des dispositions 
contractuelles appropriees afin 
de garantir qu'un Chef d'Equipe 
experimente et permanent sera 
retenu jusqu'a la fin du Projet. 

c. 	 La cellule gestion du Projet doit 
Otre immdiatement 
reconstituee par le Directeur, le 
chef d'equioe et les chefs de 
division et doit se reunir au 
mains une fois par mois jusqu'A 
la fin du Projet. Chaque reunion 
doit Otre enreoistree avec un 
proce. verbal detaille 
indiquant les questions 
examinees, les disoositions 
prises et le personnel 
specifiouement d~signee pour 
les actions de suivi. 

d. 	 L'effectif de I'6ouioe 
d'assistance technique 
e,:patriee doit Otre reduit 
conformment aux differentes 
sections prec.&dentes de ce 
rapport d'evaluation a cinq 
personnes: le chef d'equioe, 
l'economiste, le sociologue, le 
v~terinaire, et le docteur en 
m~decine. Tous les autres 
postes doivent CtrL supprimes A 
l'expiration des con-rats actuels 
des interesss. Nous 
n'estimons pas n~cessaire de 

crier de 	nouveau: poste
d'expatri~s sous contrat A long 
terme avant la fin du Projet. 
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e. The complete roster of Nigerien 
positions in the Project - both 
civil service and contractual -
should be reviewed by the 

e. La liste complete de tout le 
personnel nigerien du projet 
fonctionnaires et contractuels, 
doit etre revisee par le
Directuer du projet et le chef 

Project Director and the 
Chief-of-Party to reconfirm 
that each position is, in fact, 
warranted, given the reduced 
scale of Project activities 
envisaged over the remaining 
months until June 198:3 and the 
greatly reduced e:patriate 
contingent. f. 

d'equipe pour reconfirmer que 
chaque coste est, en fait, 
garanti, comote tenu de 
l'ampleur reduite aes activites 
du pro jet prevues pour les mois 
restants jusqu'en juin 198' et de 
l'importante reduction du 
personnel expatrie. 

Le Projet doit imm6diatement 

f. The Project should immediately 
request that the Departmental 
representatives of the Ministry 
of Plan, as chairmen of the 
Departmental Coordination 
Committees, convene quaterly 
meetings between the Project 
Management Unit and the 
Committees in each Department 
to discuss in detail i9*6 
Project Work Plans tor each 
Department and arrive at joint 
allocations of personnel, time 
and other resources to 
implement these activities, 
After negotiations are 
completed, each local 
representative of a concerned 
government service should be 
required to sign a statement to 
the effect that he or she has 
been fully consulted about all
Project acvities to be 

demander que les representants 
d~partementaux du Hinistere du 
Plan, en qualite de president 
des comites departementaux de 
coordination convoquent des 
reunions entre la ceIlule de 
gestion du Projet et les comites 
au niveau de cnaque departemeni 
pour examiner de maniere 
detaillee les plans de travail 
19$6 pour cnaque departement et 
parviennent a des affectations 
conjointes du personnel, du 
temps et des autres ressources 
pour executer ces activites. Les 
negociations terminees, chaque 
representant local d'un service 
public concerne doit signer une 
declaration attestant qu'il a ete 
pleinement consulte concernant 
toutes les activit.es du Pro jet a 
executer dans son cadre
professionnel au sein de son 

implemented in his professional 
domain within his Department 
and that he or she is in full 

department et qu'il approuve 
pleinement le plan de travail 
propose. 

agreement with the IWork Plan 
as proposed. 

This consultation orocess 
should be completed not later 
than January 19,86. And, it 
should be followed up by July 
and October 19,6 and January 

Ce processus de consultations 
doit etre acheve avant janvier 
1986 au plus tard et il doit etre 
suivi en juillet 1976 et janvier 
1987 de reunions semestrielies 
pour examiner les progr6s et 
problemes du plan de travail. 

1987 bi-annual meetings to 
review Wor( Plan Progress and 
problems. 

Detailed minutes of all issues 
discussed, all actions taisen, 

Un compte rendu detaille oe 
toutes les questions examinees, 
de toute les dispositions prises 
et de toutes les attributions 
d'actions de suivi doit etre 

and assignments of all 
follow-up actions should be 
recorded and circulated by the 

enregistre et adress4 par les 
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chairmen to the Prefects and all 
other appropriate staff at the 
local and national levels. 

g. 	 The Project Director and the 
Chief-of-Party should jointly 
develop an organizational plan 
to merge the present Project
Divisions of Studies 	and
Programs and Pastoral 

Progamsandastralen 
Activities into a new 	Division 
of Social and Economic Support 
Services and to install a 
Project Monitoring and 
Evaluation Unit within the 
Project Director's Office. We 
recommend further that the new 
Division be headed by a 
Nigerien economist. 

h. 	 The AID Administrative and 
Contracts Officers, together 
with the AID Controller, should 
review in detail the present 
Tufts University 
sub-contracting authorities and 
strive to reduce future 
sub-contracting to the absolute 
minimum necessary to 

iiiplement Project technical 
assistance commitments on the 
reduced basis projected in this 
evaluation report. 

2. Financial Recommendations 

a. The AID Controller, the PrcjectHaaethe Project Director, 
Manager, tePoetDrcrresponsable 
the Tufts University 
Chief-of-Party, and the 
Minister of Animal Resources ­
or his designate - should 
conduct a complete review of 
the present Project budget, all 
earmarked funds and current 
contractual obligations to 
determine the actual status of 
projected exoenditures through
the end of 19,;5. Inaddition, as 

Project reorientation decisions 

are made, the ad hoc committee 
should make a detailed 

projection of Project budgetary 
resources needed for the period
January 	1, 19S6 to June 30, 

reprdsentants des pr~fets A 

tout le personnel necessaire au 
niveau national et regional. 

g. 	 Le Directuer du Projet et le Chef 
d'6quipe doivent conjointement 
6laborer un plan organisationnel 
pour transformer les divisions 
etudes et programmes et 
activites pastorales du Projet 

une nouvelle division deservine 	 duecon et 
services d'apui economique et
 

social et pour mettre en place
 

une cellule suivi et evaluation 
du Projet au sein du bureau du 
Directeur. Nous recommandons 
par ailleurs que la nouvelle 
division soit dirigee par un 
economiste nigerien. 

h. 	 Les responsables administratifs 
et des contrats de l'AID 
conjointement avec le contr0leur 
de l'AID, doivent proceder A un 
examen detaille des au~orites de 
sous-traitance de Tufts 
University et essayer de rduire 
toute sous-traitance future au 
minimum absolu necessaire pour 

executer !es engagements du 
Projet en matiere d'assistance 
technique sur la base rduite 
prvue dans le present rapport 
d'evaluation. 

2. Recommandations Financieres 

a. 	 Le contr01eur de l'AID, le
 

du Projiet, le
 
recte d Proje le 

Directeur du Projet, le Chef
 

d'Equipe de Tufts University et 
le Ministre des Resscurces 
Animales ou son representant 
doivent entreprendre un examen 
complet du budget actuel du 
Projet, de tous les fonds 
affectes et de toutes les 
obligations contractuelles pour 
determiner la situation 
effective des depenses prevues
jusqu'en fin 19:35. Par ailleurs, 
les decisions relatives a la 

reorientation du Projet 
adopt~es, le comite ad-hoc doit 
faire une prevision detaillee des ressources budgdtaires du 
Projet ndcessaires pour la 
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should be made to the National 
Agricultural Credit Bank or 
private 	bank in Niger for 
distribution to clients through 
government-approved channels 
and on uniform credit terms. 

3. Programmatic Recommendations 

a. 	 Any reorientation Project 
design should clearly specify 
the most appropriate level of 
intervention for each activity ­
i.e. regional, national or zonal ­
and make detailed provisions to 
see that government services 
at the appropriate level are 
both fully knowledgtable of the 
proposed activities and will be 
prepared to assume 
responsibilities of it at the end 
of the Project in June 1988. 

b. 	 In allocatino of Project 
resources to activities in the 
1986 and 1987 WJork Plans, the 
Project should make ccnscious 
efforts.to arrive at a more 
proportional distribution of 
those resources among the 
three Departments in the 
Project zone. And, if no 
resource allocations at all are 
to be made to a particular 
Department, then the Project 
zone should be formally 
redefined to drop the 
Department from the Project 
implementation plans. 

c. 	 The Project should issue a 
revised Project beneficiaries 
statement in view of the 
discontinuance of some 
activities and the projection of 
others. This statement should 
reflect in detail the projected 
cost to beneficiary ratios and 
the expected benefits from 
Project activities - both 
individually and in the 
aggregate - for all 
beneficiaries. 

octroyer de cridit direct aux 
eleveurs. Toutes les 
allocations futures de credits 
par le Pro jet doivent tre 
adressees a la CNCA ou une 
banque privee du Niger pour 
distribution aux clients par le 
biais des structures 
Gouvernementales approuvees et 
Ades conditions uniformes de 
credit. 

3. 	 Recommandations Relatives ala 
Proorammation 

a. 	 Toute reorientaticn du Projet 
doit specifier clairement le 
niveau d'intervention le plus 
adequat pour chaque activite, 
c'est Adire regonal, national ou 
zonal, et orendre des 
dispositions pour veiller a ce 
que des services puolics au 
niveau approorie ont une bonne 
connaissance des activites 
proposees et seront prepares A 
assumer les responsabilites s'y 
rapportant a la fin du Projet en 
juin 198.38 

b. 	 En affectant les ressources du 
Pro jet aux activites dars les 
plans de travail 1%86 et 1987, le 
Projet doil deployer des efforts 
supplementaires pour parvenir 
une distribution plus 
proportionnelle des ressources 
entre les departments de la zcne 
du Projet, et si Von ne dolt 
proceder Aaucune affectation de 
ressources a un departernent 
spcifique, alors la zone ou 
projet doit etre officiellement 
redefinie pour supprimer le 
department des plans 
d'ex;cution du Frojet. 

c. 	 Le Projet doit elaborer un 
document revise concernant les 
beneficiaires ou Projet eu egard 
&la diecontinuite de certaines 
activites et a la previsions ce 
l'expansion d'autres activites. 
Ce document doit refleter en 
d~tail les ratios 
coOts/benefices prevus et les 
avantages qu'on attend du projet 
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b. 	 The Report of the August I, 
1983 Meeting Held at the 
Ministry of Rural Development 
of the Miger Integrated 
Livestock Production Project 
(Tahoua, Agadez). 

On the assumption that any 
renegotiations to be deemed 
successful must succeed in 
eliminating any need for (b.) above, 
the rewriting of the Project 
Agreement should concentrate on 
(a.) above. 

In addition, we believe it would be 
helpful to future Project 
implementation to append a revised 
Log Frame for the Project to the 
rewritten Amplified Project 
Description for inclusion in the new 
Project Agreement. 

2. 	 When the Project Agreement 
revisions are finalized and 
approved, it will also be necessary 
to review the existing Tufts 
University contract and 
sub-contracts for amendment as 
necessary. 

a. 	 Annexe 1. La description 
amplifide du Projet comprenant les 
tableaux budgetaires ainsi que le 
plan et le calendrier d'execution. 

b. 	 Le rapport de la reunion du i aoOt 
1983 tenue au Ministere du 
Developpement Rural sur le Projet 
Elevage Integre (Tahoua, Agadez). 

En estimant que toute ren6gociation 
qui se veut fructueuse coit rdussir 1 
estimer tout besoin conernant le point 
(b)ci-dessus la nouvelle redaction de 
l'Accord du Projet doit mettre l'accent 
sur le point (a) cl-dessus. 

Par ailleurs, nous estimons qu'il serait 
utile pour la future ex: cution du Projet 
de joindre un cadre logique revise du 
Projet A la nouvelle redaction de la 
Description Amplifiee du Projet pour 
insertion dans le nouvel Accord ou 
Projet. 

2. 	 Quand les revisions de l'Accord du 
Projet seront mises en forme finale et 
approuvees il sera egalement 
necessaire de rOviser le contrat de 
Tufts University et les contrats de 
sous-traitance actuels pour 
amendement au besoin. 
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F. A COMPARISION OF THE PROJECTED AND ACTUAL PROJECT IMPLEMENTATION SCHEDULES
 

Activity Number Activity Description 

Numiro d'activiti Description de 1'activiti 


1. 	 Project authorized. 


Le Projet est autorisi. 


2. 	 Project Agreement signed. 

L'Accord de Subvention est sign4. 


3. 	 Conditions Precedent met. 

Les conditions pralables sont remplies. 


4. 	 PIL Number I issued. 


PIL Numiro 1 est envoy6. 


5. 	 Host country contract negotiated between
 
University and GON. 

Contrat du pays h6te n~gocig entre
 
ItUniversiti 	et le GON. 


6. 	 Contract approved. 


Le contrat est approuvi. 


7. 	 Chief-of-Party arrives in Niamey and
 
assumes administrative control from
 
the interim Project Coordinator. 


Chief-of-Party undertakes logistical
 
arrangements for Project commodities
 
and for housing for ILP staff. 


Chief-of-Party develops with the Project
 
Director the Management Information
 
System (MIS). 


Le chef de 1'6quipe d'assistance technique
 
arrive 1 Niamey, prend en main le contr6le
 
administratif. 


Le chef de l'4quipe d'assistance technique
 
finit de prendre les mesures logistiques
 
ayant trait au mat6riel du PEI. 


Le chef de l'quipe d'assistance technique
 
met sur pied 	avec le Directeur du Projet
 
le systime d'information sur la gestion. 


Month Projected Actual Month 
Prevision (Mois) Rialisi (Mois) 

August 19B3 August 1983 

AoQt 1983 Ao~t 1983 

August 1983 August 1983 
AoOt 1983 Ao~t 1983 

October 1983 December 1983 
Octobre 1983 Dicembre 1983 

October 1983 November 1983 
Octobre 1983 Novembre 1983 

October 1983 January 1984 

Octobre 1983 Janvier 1984 

October 1983 January 1984 
Octobre 1983 Janvier 1984 

January 1984 June 1984 

January 1984 June 1984 

January 1984, November 1985 

Janvier 1984 Juin 1984 

Janvier 1984 Juin:19841 

Janvier 1984 Novembre 1985. 
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Activity Number 

Numiro dlactiviti 

Activity Description 

Description de llactivit6 

Month Projected 

Prevision (Mois) 

Actual Month 
Ralisl (Mois) 

8. Expatriate staff arrives and begins 

drafting individual scopes of work 

with 'Ne Project Director and begins 

work. November 1983 December 1983 

Le personnel expatri6 arrive, met
 

au point les attributions de travail avec
 

le Directeur du Projet et commence le
 

travail. Novembre 1983 D6cembre 1983
 

9. 	 EVOP (animal production and health)
 

is designed. November 1983 April 1984
 

Le sp~cialiste de l'1pid6miologie animale
 
arrive I Niamey et prepare une 6tude
 

6pidimiologie des maladies. Novembre 1983 Avril 1984
 

10. 	 Etablish contacts with NASA and FAO/UNDP
 
program in Senegal and begin planning of
 

satellite portion of the Early Warning
 

System. November 1983 January 1984
 

Etablir les contacts avec le programme
 

NASA et FAOIPNUD au Sn~ga], commencer
 

la planification de la composante
 
"Satellite" pour le Systime de Premiere
 

Alerte. November 1983 Janvier 1984
 

11. 	 Laboratory equipment ordered for:
 

1. National Veterinary Diagnostic Laboratory
 
in Niamey. December 1983 Nbb accomplished
 

2. Iahoua satellite laboratory. January 1984 February 1984
 

3. Veterinary 	posts. July 1984 Not accomplished
 

Commander l'1quipement pour:
 

1. Le Laboratoire National de Diagnostic
 

Vdt~rinaire 5 Niamey. Dcembre 1983 Aucune r~alisation
 

2. Le Laboratoire satellite I Tahoua. Janvier 1984 Fevrier 1984
 

3. Les postes 	v~t~rinaires. Juillet 1984 Aucune r6alisation
 

12. 	 Procure materials for improving water points. January 1984 Mans 1985
 

Acheter le materiel pour am6liorer les
 

points dleau. Janvier 1983 Mars 1985
 

13. 	 Procurement of materials required for
 

ground truth collection and ranch trials. January 1984 January 1984
 

Review of NRL 	water point survey. January 1984 January 1984
 

Acheter le materiel requis pour la collecte
 
des donn~es de v~rification sur le sol et
 

pour les essais sur ranch. 	 Janvier 1984 Janvier 1984
 

Revue de l'1tude sur les points dleau du
 



Activity Number Activity Description 


Numiro d'activiti Description de l'activits 


14. 	 Veterinary parks ordered. 


Commander les 	parcs vit~rinaires. 


15. Microcomputers purchased and deployed. 


Acheter et attribuer les micro-ordinateurs. 


16. 	 Design, procure and construct a satellite
 
veterinary laboratory at Tahoua. 


Acheter le materiel nicessaire, 6laborer
 
et construire 	un laboratoire vit~rinaire
 
satellite a Tahoua. 


17. 	 Development of U.S. training objectives
 
for Nigerien Credit Manager, Herder
 
Association Organizer, sociologists,
 
recommendations submitted to IRSH and
 
to MDR; candidates named and sent 
to the 

U.S. where they will be trained. 


Diterminer les objectifs de la formation
 
aux Etats-Unis pour le sp4cialiste du
 
cr6dit, le coordinateur des centres
 
pastoraux, les sociologues et los
 
gconomistes niggriens, pr~sent~r les
 
recommendations IRSH et au MDR; les
 
candidats sont nomm6s et envoy6s aux 

Etats-Unis pour recevoir leur formation 


18. 	 Evaluate steps to be undertaken in further
 
data analysis of NRL data; contract for
 
consultant services, programmers, and
 
computer services; supervise studies by
 
NRL socio-economic TSAs, due March 1,
 
1984. Output: a research/monitoring survey 

strategy and protocols. 


D4terminer les mesures i prendre pour
 
analyser plus 	en profondeur les donnies
 
socio6conomiques du Projet Gestion des
 
Piturages et Elevage, passer un contrat
 
pour des services de consultants, de
 
programmeurs et d'informatique, superviser
 
les itudes par les chercheurs assistants et
 
en socio~conomie pour le PGPE qui sont dues
 
le ler Mars 1984. Extrant: une strat6gie
 
pour une 6tude de recherche et de contr6le 

et des conventions. 


Month Projected Actual Month
 

Prevision (Mois) Ralis6 (Mois)
 

January 1984 Octobre 1984
 

Janvier 1984 Octobre 1984
 

January 1983 March 1984
 

Janvier 1984 Mars 1984
 

July 1984 September 1985
 

Juillet 1984 Septembre 1985
 

January 1984 to
 
July 1984 Not accomplished
 

Janvier 1984 A
 
Juillet 1984 
 Aucune r~alisation
 

August 1983 to September 1984 to
 
July 1984 February 1985
 

AoOt 1983 1 Septembre 1984 a
 
Juillet 1984 F~vrier 1985
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Activity Number Activity Description 


Numdro d'activit6 Description de l'activit6 


19. 	 Commission of a special study on
 

women in development issues. 


Prfvoir une 6tude sp6ciale sur les
 

questions relatives au r6le des femmes dans
 

le diveloppement. 


20. 	 Peace Corps Volunteer deployed to assist 


in monitoring the EVOP 


Affecter un volontaire du Corps de la
 
Paix pour contr6ler le Programme 


Op~rationnel Evolutif. 


21. 	 Project Management Unit (PMU) arrives,
 

reviews first complete year of pilot
 

Herder Association, including the previous
 

year of the credit program. Decision as
 

to which track of Herder Association.
 

organization to pursue. 


L'Unit6 de Gestion du Projet (UGP) arrive,
 
rivise la premiere annie des GMP.,
 

exp~rimentaux ainsi que le programme de
 

credit. D6cide comment poursuivre le*
 

d~roulement des GMP. 


22. 	 Establishment of centripetal grazing trial
 

at one ranch. 


Effectuer un essai de piture centripite
 

sur un ranch. 


23. 	 Training nurses to be trainers of health
 

"secouristes". 


Former les infirmiers qui Formeront les
 

secouristes. 


24. 	 Satellite images of the zone contracted 


for and taken. 


Aerial survey and ground truthing estab-


lished. 


Computer program development for Early 


Warning System. 


Les images par satellite sont prises dans 


le cadre du contrat pass6 


EfFectuer l'1tude agrienne et de 


verification au sol 


Preparer un programme d'informatique pour 


le Systime de Premiire Alerte 


Month Projected Actual Month 

Prevision (Mois) R6alis6 (Mois) 

July 1984 Not accomplished 

Juillet 1984 Aucune r6alisation 

July 1984 to 

August 1986 Not accomplished 

Juillet 1984 1 

Aot 1986 Aucune r~alisation 

January 1984 June 1984 

Janvier 1984 Juin 1984 

July 1984 Not accomplished 

Juillet 1984 Aucune r6alisation 

June 1984 January 1985 

Juin 1984 Janvier 1985', 

January 1984 to 

October 1987 January 1984 

January 1984 to September 1985 and 

October 1987 September 1984 

January 1984 to 

October 1987 September 1984 

Janvier 1984 1 

Octobre 1987 Janvier 1984 

Janvier 1984 1 Septembre 1985 et 

Octobre 1987 Septembre 1984 

Janvier 1984 1 

Octobre 1987 Septembre 1984 



Activity Number Activity Description 


Numiro d'activiti Description de lactiviti 


25. 	 Vehicles procured. 


Acheter les vihicules. 


26. 	 Virologist arrives on a short consultancy
 

and essesses the capability of the
 

National Veterinary Diagnostic Laboratory. 


Un virologiste effectue un bref s6jour
 

pour ivaluer les moyens du Laboratoire
 

National de Diagnostic V~t~rinaire. 


27. 	 Prepare a report on the basis of the
 

on-going socio-economic research results
 

as well as on the basis of monitoring of
 

the Herder Associations that recommends
 

specific groups in the Project zone to
 

be organized into Herder Associations
 

during the year ahead. These recommend­

ations will be accompanied by Herder
 

Association organizational plans that
 

reflect both the specific circumstances
 

of the groups to be qrganized and the
 

results of monitoring previously formed
 

GMPs. Report submitted to Project 


Director and PMU members. 


Pr6parer un rapport i pai'tir des risultats
 

de la recherche socio-6conomique en cours
 

ainsi que du suivi des GMP pour recommander
 

quels groupes sp~cifiques de la zone du
 

Projet sont 5 organiser en GMP l'ann~e
 

suivante. Ces recommendations accompagne­

ront des plans d'organisation des GMP
 

reFlitant les situations particuli res
 

des groupes 5 Former et les risultats des
 

contr6les eFfectu~s sur les GMP. Le
 

rapport sera remis au Directeur du Projet 


et aux membres de I'UGP. 


28. 	 Haying trials conducted. 


Mener les essais de fenaison 


29. 	 Develop, pretest, verify and deploy the
 

Market Data Collection and Analysis System 


(MOCAS). 


Pr~parer, tester, v~rifier et utiliser
 

le systime de collecte et d'analyse des 


donn~es de march6. 


30. 	 Soil and plant samples sent to U.S. for 


analysis. 


Month Projected Actual Month
 

Prevision (Mois) Rgalis6 (Mois)
 

March 1984 March 1985
 

Mars 1984 Mars 1985
 

March 1984 March 1984
 

Mars 1984 Mars 1984
 

March 1984 to
 

March 1988 Not accomplished
 

Mars 1984 1
 

Mars 1988 Aucune r6alisatior
 

January 1984 Not accomplished
 

Janvier 1984 Aucune'ralisatior
 

January 1984 to
 

July 1984 June 1984
 

Janvier 1984 A
 

Juillet 1984 Juin 1984
 

October 1983 to
 

June 1988 November 1984,
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Activity Number Activity Description 

Numdro dlactivit6 Description de l'activit6 


30. 	 Envoyer les ichantillons de sol 


et plantes aux Etats-Unis pour analyse. 


31. 	 Finalize decision about location of each
 

Pastoral Center. 


Prendre la d~cision Finale concernant
 

llemplacement de chaque Centre Pastoral. 


32. 	 Seminars in Niamey to report preliminary 

NRL socio-economic study results. 


Siminaires Niamey sur les risultats
 
pr liminaires de l'1tude socioiconomique 

du Projet Gestion des P~turages et Elevage. 


33. Construction of dispensary at Amataltal.. 


Construction d'un dispensaire 5 Amataltal. 


34. 	 Laboratory equipment arrives. 


Soil and plant samples results arrive. 


L16quipement de laboratoire arrive. 


Les r6sultats des 6hantillons de sols et 

de plantes. 


35. Procurement and construction of veterinary
 

parks at Tofemanir, Amataltal, Tassara, 

and Tchin-taborak. 


Concevoir, acheter le materiel et construire
 
les parcs v~tdrinaires !'Tofemanir, 


Amataltal, Tassara, et Tchin-taborak. 


36. 	 UJigerien chosen for MS training in virology
 

and research at the Plum Island National
 
Laboratory (New York). Undertakes 


training. 


S61ectionner un Nig~rien pour faire un
 

"Master" en virologie et recherche au
 

Laboratoire National de Plum Island
 

(New York). D06marrage de ses 6tudes aux 


Etats-Unis. 


37. 	 Credit manager being disbursement of
 

credit funds to second groups of Herders
 

Associations. 


Month Projected 

Prevision (Mois) 


Octobre 1983 h
 

Juin 1988 


January 1984 


Janvier 1984 


January 1984 to
 

July 1984 


Janv'.er 1984
 
Juillet 1984 


December 1984 


D~cembre 1984 


April 1984 to 


January 1985 

April 1984 to
 
January 1985 


Avril 1984 ' 

Janvier 1985 


Avril 1984 '
 
Janvier 1985 


January 1984 to
 
April 1985 


Janvier 1984 1
 

Avril 1985 


January 1984 to
 

July 1987 


Janvier 1984 1
 

Juillet 1987 


October 1983 


Actual Month
 
R6alis6 (Mois)
 

Novembre 1984
 

Not accomplished
 

Aucune rdalisation
 

Not accomplished,
 

Aucune rdalisation
 

Not accomplished
 

Aucune rdalisation
 

September 1984 to
 

September 1985
 

Jantfary 1985
 

Septembre 1984 a
 
Septembre 1985
 

Jaavier 1985
 

Not accomplished
 

Aucune r6alisation
 

Not accomplished
 

Aucune r6alisation
 

Not accomplished
 

:!;:i:li~ i! 	 6ir
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Activity Number 
Numiro d'activit6 

Activity Description 
Description de l'activiti 

Month Projected 
Prevision (Mois) 

Actual Month 
Rialis6 (Mois) 

37. Le Directeur des opirations de cridit 
commence a dibourser les fonds de cridit 
au deuxiime groupe de GMP October 1983 Aucune rialisation 

38. Financial specialist reviews and reorgan­
izes credit program accounting system and 
conducts quarterly audit of credit program. June 1984 ..August 1984 

Le sp~cialiste financier examine et 
r~organise le systeme comptable du programme 
de cridit et accomplit une v~rification 
trimestrielle du programme de cridit. Juin 1984 AoOt 1984 

39. Establish and implement a detailed strategy 
to monitor Herder Associations. 

February 1984 to 
June 1984 July 1984 

Priparer et appliquer une stratigie ditaill~e Fevrier 1984 a 
pour suivre de pris les GMP. Juin 1984 Juillet 1984 

40, Delineation (on the basis of report 
prepared by Rural Sociologist, and Livestock 
Economist, and after ccnsultation with 
local and MDR officials) of a plan For 
organizing specific groups into Herder 
Associations for the coming year. 

April 1984 

June 1987 

to 

July 1985 

Etablir (sur la base d'un rapporc pr4par4 
par le sp~cialiste de sociologie rurale et 
l'conomiste de !'61evage et apris des 
consultations avec les responsables de 
canton, arrondissements. d6partements 
et du Minist~re du Dvelopoement Rural) 
un plan pour crganiser des groupes 
sp~cifiques en GMP l'arne suivante. 

Avril I84 
Juin 1987 Juillet 1985 

41. Aerial survey. 

Ground truthing. 

January 1984 to 
September 1987 
January 1984 to 

September 1985 

September 1987 September 1984 

Levi airophotogrammitrique. 

Virification au sol. 

Janvier 1984 a 

Septembre 1987 
Janvier 1984 

Septembre 1985 

Septembre 1987 Septembre 1984 

42. Support for vaccination campaign. 

Appui A la campagne de vaccination. 

April 1984 to 

June 1988 
Avril 1984 a 

Juin 1988 

January 1984 

Janvier 1984 

43. Development of PSFI. June 1984 Not accomplished 

Etablir 1'index de Sicuriti Alimentaire 

Pastorale Juin 1984 Aucune rialisation 
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Activity Number Activity Description 

Numiro d'activit6 Description de 11activiti 


44. 	 AID and Financial Specialist conduct semi-

annual audit of credit program. 


L'USAID et le sp6cialiste financier
 
conduisent une virification semestrielle 

du programme de credit. 


45. 	 PMU arrives, reviews first six months
 
of work of ILP, and revises management
 
plan, with special attention t, scheduling
 
of organization of GMP. 


LtUniti de Gestion ou Projet arrive,
 
revise les six premiers nois de travail
 
du PEI, et r6vise le plan de gestion, en
 
particulier le programme d'organisation
 
des GMP. 


46. 	 Vaccination parks arrive and are placed in
 
field. 


Les parcs de vaccination arrivant et sont
 
installs sur 	le terrain. 


47. Development of comprehensive work plan for
 

following year, defining the scope of
 
specific studies to be undertaken by
 
Research Interns and studies by Rural 

Sociologist, Livestock Economist, and TSAs. 


Prepare un plan global de tra.3il pour
 
l'ann~e suivante en d6fi'-snant le champ
 
des 6tudes sp6cifiques qu'entre.rendront
 
les chercheurs stagiaires5. sp6cialiste
 
de la sociologie rurale, 1',!:onomiste du 

b~tail et les chercheurs 3ss i:ants. 


48. Financial Specialist submits -enort of
 
study of pastoral zone r'ed=ip:1icy and
 
institutional structure :c) MU. This
 
report outlines a plan ;)r tne transfer
 
of the credit program t,) 3 Pastcral zone
 
financial institution ty end if Project. 


Le Sp~cialiste 	financier 53ure: le rapport
 
de 1'6tude sur la poli:!oue de -r6dic de la
 
zone pastorale et la structure institut­
ionnelle I 1'UGP. Ce "ipport indique un
 
plan pour le transfert du programme de
 
credit a l'institution financlire d'une
 
zone pastorale vers la fin du Projet. 


49. Review with women-in-develooment consultant
 

the analysis of socio-econcmic research
 

and monitoring 	data, develop a specific 


plan For implementing interventions to
 

Month Projected 

Prevision (Mois) 


September 1984 to
 
June 1988 


Septembre 1984 1
 
June 1988 


June 1984 


Juin 1984 


July 1984 


Juillet 1984 


August 1984 to
 

August 1987 


Aoat 1984 1
 
AoGt 1987 


January 1985 


Janvier 1985 


Actual Month
 
R6alis6 (Mois)
 

April 1984
 

Avril 1984
 

June 1984
 

Juin 1984
 

July 1985
 

Juillet 1985
 

January 1985
 

Janvier 1985
 

Not accomplished
 

Aucune,r:alisation
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Activity Number 
Numiro d'activit6 

Activity Description 
Description de l'activit6 

49. to ameliorate women's health, well-being 

and productivity in Years 3-5. 

Le consultant, spicialiste du rOle des 

femmes dans le d~veloppement, examine 

l'analyse effectu~e dans le cadre de la 

recherche socio-6conomique et les donnies 

de contr6le, pr~par6 par un plan pricis 
pour r~aliser des actions afin d'am6lior'er 

la sant4, le bien-itre et le productiviti 
des femmes (annies 3 5). 

50. Development of Pastoral Center in 
Tofemanir. Selecting and placing staff, 

training trainers, establishing schedule 

For literdcy, nsecouristes" and veterinary 

auxiliaries. 

Mettre en place le Centre Pastoral 

ToFemanir: s~lectionner et affecter le 

personnel, former les formateurs, 6tablir 
un programme pour l'alphab~tisation des 

secouristes et des auxiliaires v~t~rinaires. 

51. Nigeriens being trained in livestock econ­

omics, rural sociology, and marketing, 
return to Project for summer internships 

in Project zone. 

Les Nig~riens poursuivent leurs 6tudes en 
6conomie de l1levage, en commercialisation 

et en sociologie rurale, rentrent passer 

lift6 au Niger pour effectuer un stage dans 

la zone du Projet. 

52. Commission demographic study; review results 
with public health physician, implement 

specific health interventions. 

Etude d~mongraphique; examiner les r~sultats 

avec le m~decin de sant6 publique; effectuer 
des interventions spicifiques en matiire de 

sant4. 

53. PMU arrives, reviews annual reports, con­
ducts joint PMU/GON/AID field evaluation, 
and submits report to AID, MDR, and ILP 

Project Director evaluating first year's 

work presenting management plan for 
Project Year 2, and implementing schedule 

for Years 2 and 3. 

Month Projected 

Prevision (Mois) 

January 1985 

Actual Month 

Rialisi (Month) 

Not accomplished 

Janvier 1985 Aurune rdalisation 

January 1985 Not accomplished 

Janvier 1985 Autpne rialisation 

November 1984 and 

November 1985 Not accomplished 

November 1984 et 
November 1985 

November 1984 to 
October 1985 

Aucune rhalisation 

Not accomplished 

Novembre 1984 a 
Octobre 1985 Aunune r~alisation 

December 1981 March 1985 
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Activity Number 
Numiro d'activit6 

Activity Description 
Description de 1'activiti 

53. L'Unitg de Gestion du Projet arrive, r6vise 
les rapports mensuels, conduit une ivalu­
ation conjointe sur le terrain (cellule de 
gestion du Projet, GON, AID) et soumet 
PAID, au Ministire du Dveloppement 

Rural et au Directeur du Projet Elevage 
Int~gr6 un rapport 6valuant le travail 
de la premiire ann6e et pr6sentant le 
plan de gestion pour la deuxiime annie 
ainsi que le programme d'ex6cution pour 
la deuxi~me et troiseme annie. 

54. Annual in-country PMU conference. 

Confirence annuelle au 
de Gestion du Projet. 

Niger de l'Uniti 

Month Projected Actual Month
 
Prevision (Mois) R-alisis (Mois)
 

December 1984 March 1985 

December 1984 Not accomplished 

Dcembre 1984 Auqune r6alisation? 

55. Annual pastoral zone human health conference. January 1985 January 1985
 

Conference annuelle sur la santi humaine
 
dans la zone pastorale. 


56. 	 Construction of dispensary at Tofemanir. 


Construire un 	dispensaire A Tofemanir. 


57. 	 Credit Manager begins disbursement of
 
credit funds to next group of Herder 

Associations. 


Le Directeur 	des op6rations de cr6dit
 
commence o d6bourser les fonds de cridit 

pour le groupe suivant de GMP. 


Janvier 1985 Janvier 1985 

June 1984 to 

November 1985 Not accomplished 

Juin 1984 1 

Novembre 1985 Au~une r.alisation 

February 1985 to 
February 1988 Not accomplished 

Fevrier 1985 1 
Fevrier Aucune r~alisation 

58. Study of Niger's livestock export procedures. March 1985 Not accomplished
 

Etude sur les proc6dures d'exportation du
 
bitail en vigueur au Niger. 


59. 	 Brucellosis study designed'and implemented. 


Preparer et effectuer une 6tude sur la 

brucellose. 


60. 	 Study of urban meat consumption. 


Etude de Ia consommation urbaine en viande. 


Mars 1985 Aucune rialisation 

April 1985 to 

October 1987 August 1985 

AoOt 1985 1 
Octobre 1987 Aot 1985 

May 1985 August 1985 

Mai 1985 AoGt 1985 
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Activity Number Activity Description Month Projected Actual Month
 
Numiro d'activiti Description de l'activiti 
 Prevision (Mois) Ralis6 (Mois)
 

61. 	 PMU arrives, meets with AID and GON to
 
review actions taken on the basis of the
 
evaluation conducted six months before
 
field visits. 
 June 1985 October 1985
 

L'Uniti de Gestion du Projet arrive,
 
a des riunions avec P'AID et GON pour
 
itudier les activitis en fonction de
 
llivaluation men~e six mois auparavant
 
visite sur le terrain. 
 Juin 1985 Octobre 1985
 

62. 	 Field tests of health Early 4arning System. 
 July 1985 June 1985
 

Les tests effectuis sur le terrain par les
 
indicateurs se terminent; application du
 
Systeme de Premiere Alerte en ma:iire d,,
 
santi. 
 Juillet 1985 Juin 1985
 

63. 	 Replacement of Peace Corps Volint ers:
 
EVOP monitor. Replacement of rSA: EVOP
 
monitor. Peace Corps laboratory technician
 
leaves Tahoua. 
 October 1985 Not accomplished
 

Remplacement des volontaires du C:rps de
 
la Paix: moniteur du Programme Cp4rationnel
 
Evolutif. Remplacement des cherchWurs assist­
ants: moniteur du Programme Gp~rationnel
 
Evolutif. Le volontaire du Corps de la
 
Paix affect4 comme laboratin ranoua s'en
 
va. 	 Octobre 1985 Aucune rialisation
 

64. 	 Financial Soecialist works with UNCC and
 
Pastoral Centers to develop Financial March 1985 to
 
institutions. 
 September 1985 Not accomplished
 

Le Sp4cialiste Financier en collaboration
 
avec I'UNCC et les Centres Pastoraux travaille Mars 1985 1
 
6tablissement d'institutions fnancieres. 
 Septembre 1985 Aucune rialisation
 

65. 	 Special *w-year evaluation. October 1985 
 September 1985
 

Evaluatzon spiciale apris deux ans. Octobre 1985 Seotembre 19B5
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F I RST 

1985 

QUARTERLY REPORT
 

ON
 

NILP TECHNICAL ASSISTANCE
 

6 - V
 



I NT RODUCT ION
 

This report is submitted by Tufts to GON, as requi­
red by contract on the service rendered by the technical
 

Assistance (TA) and on the status of the programme in relation
 

to the work plan. No quarterly report was submitted to GON and
 

USAID during the first project year (1984).
 

This report will describe :
 

a) The Technical Assistance accompishments in relation
 

to 1984/1985 individual workplans (WP) and the Programme d'Ur­

gence (PDU) that was developped in response to the 1984/85
 

drought. In that, activities of each long term TA member will
 

be described and any problem encountered by TA members during
 

work implementation will be presented.
 

b) The movement of the TA personnel regarding long­

term, SAG members, short term consultants and Tufts internssuch
 

as vacation, R and R and visit to Niger.
 

c) The local currency expenditures incurring in
 
Niger and the expenditures made in US dollars in the US and
 

other countries.
 



SERVI CE RENDERED
 



I. Service renderedby the Technical Assistance.-and-p.plems.. encountered 

in implemnting work plan 

During the first quarter of 1985 there were nine
 

(9) long term TA members in post. Since the resignation of
 

the Chief-of-Party last December 1984, the interim position
 

was filled by the Deputy Chief-of-Party. He became the Acting
 

Chief-of-Party (ACOP) and no acting Deputy Chief-of-Party was
 

appointed. The ACOP who was by contract based in Niamey is,
 

now, temporarily living in Tahoua. When the ACOP in absent
 

from Tahoua, he, by memorandum to the Project Director, ap­

pointed one TA team member to replace him in Tahoua. This is
 

usually done in agreement with the Director.
 

In describing the service rendered, the description
 

will be limited to the accomplishments during January, February
 

and March 1985. It will not, however, exclude the mentioning of
 

work done in 1984 in as much as some 1985 accomplishments repre­

sent a logical continuation in given work plan implementation.
 

In relating the problems encountered, the Technical Assistance
 

Team member expressed his or her personnel opinion in dealing
 

with a particular situation. Although it is not specifically
 

mentionned in this report, the TA accomplishment will not be
 

possible without the invaluable cooperation of the nigerien
 

conterparts. It should be pointed out here that the ILP
 

'technical personnel is singled out by its unity, spirit of
 

collaboration, dynamism and competency in the field.
 



2
 

1. Acting Chief-of-Party
 

The ACOP is also the Animal Nutrition Advisor and serves as an active
 

member -ofthe Division des Activit6s Zootechniques (DAZ). In his second
 

capacity, he advised DAZ in matters related to animal nutrition of the
 
1984-85 work plan and the Programme d'Urgence (PDU). He participated in
 
the preparation of 1984 Annual report. He is playing an important role 
in the training of Nigerien personnel involved in the " sauvetage de 

jeunes femelles" at Ibecetene ranch. The service of Animal Nutrition is 

responsible for developing and implementing the feeding program for the
 

sauvetage operations.
 

As Chief-of-Party, he provides leadership to the team and maintain
 

unity among team members. He represents and defends the interest' of
 

Tufts in country in dealing with GON and USAID. As a member of the
 
Management Unit (Unit6 de Gestion) he participated in project decision.
 
In his relationship with the Project Director (PD), he felt that he is
 

not being consulted enough and sent him a memo on the matter. He met
 
with he PD to reviev, past relations and to get an agreement on the way
 

Future rapports should be established. He is responsible for the TA
 
administration and supervises the accounting and logistic operations in
 
both Tahoua and Niamey. In this task, the ACOP received the invaluable
 

assistance of the Financial Specialist (FS) who assumes complete
 
responsibility of the financial accounting. FS also help supervise the
 
TA accountant. ACOP appointed two ad hoc committees made of (4) team
 

members each, on on rules and regulations regarding the TA and the other
 
on recreation. This internal reorganization has at least three (3)
 

advantages (1) to releive the ACOP of certain administrative burdens (2)
 

to make the TA participate in certain decision regarding the relations
 
with CON and the life and well being of individual team members and (3)
 

to smooth the overall TA operation in Niger.
 

The following are summaries of accomplishments of team members
 

during the first quarter of 1985. Most of the work reported herein was
 

accomplished in following the 1985 work plan. However, the latter has
 

not yet been submitted to GON and- USAID for approval. It is being
 

finalized at the moment. Nevertheless, most work planned in 1984 but
 

not accomplished will be included in this year work plan.
 



2. 	Range Management Advisor (RMA)
 

The RMA belongs to the service de Gestion des Ressources Naturelles
 

(SGRN) of the Division des Activites Zootechniques (DAZ). Here is
 

the summary of his accomplishments:
 

1. 	Tree and shrub cover was sampled on 12 of the 25 ground truth sites
 
were woody plant cover was most important; Data were summarized and
 
analyzed for use in interpreting satellite remote imagery, and for
 
eventual hierarchical analysis for definition of 
 range sub­
types and for habitat types. The remaining 14 sites have very low
 
woody cover and this will be evaluated at the time future standing
 

crop measurements are made.
 

2. 	The planned pepinibre at Inidi is in process of development, with
 
5,000 plastic bags filled with soil ready 
to plant at the end of
 
March. Continued supervision and training of field staff at
 
pepinibre. Survival of 1984 plantation was evaluated.
 

3. 	Our planting at Ibecetene Ranch in 
1985 will be confined to fenced
 
grazing trials areas near Inidi, hence no additional fencing will be
 
needed. 
 This derision was made because of the anticipated need for
 
hand watering after transplanting (as following 1984 planting)
 

should the summer rains be deficient again.
 

4. 	The distribution of questionnaires on predation, planned for
 
distribution to elevage 
centers this quarter, will not be distri­
buted until herders move 
back into the project zone following a
 

break in the drought.
 

5. 
An aerial survey of livestock distribution south of the project zone
 
was 	planned for March 1985 to identify areas of livestock concertra­

tion as part of the Plan d'Urgence. To be effective, the survey
 
would have to be completed in March with a report and map in April.
 
Delay in approval of the plan eliminated the lead time needed by
 
ILCA to plan and execute the survey within 
the needed time frame,
 

and the proposal was dropped.
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6. The Senior Range -Advisor attended the annual Society for Range 

Management meeting in Salt Lake City with Maidaji Bagoudou (I.L.P..) 

and Dr Tahirou of the Centre-Est Project, where he presented a paper 

to the International Rangeland Resources Development Symposium. 

Following the meeting, he conducted the two Nigeriens on a non­

week tour of range areas in Central New Mexico to observe communal 

grazing problems and a commercial livestock feeding operation. He 

met with Range Management and International Programs staff at New 

Mexico State University, Las Cruces, before returning to Niger. 

7. The Plan d'Urgence to combat the current drought calls for develop­

ment of a "sauvetage de cheptel" program at Inidi to raise calves and
 

small ruminants for re-stocking after the drought. Mr Pase spent 'one
 

week at Inidi preparing fencing for the sauvetage program.
 

8. Supervised and advised technical assistance and Nigerien staff in
 
data collection and analysis, including Wylie's modeling program for
 

prediction of biomass yield as a function of precipitation. Consulted
 

with Dr de Ridder (ILCA) on Wylie's water balance approach to the
 

modeling program.
 

9. Spent one week with ILCA team members Dr Lambourne, Dr de Ridder, Mr
 

Wagenaar and Dr Bourn in planning ILCA's participation in development of
 

an early warning system for Niger. If approved at all levels, the field
 

work will begin in July 1985.
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3. Animal Production Advisor (APA)
 
The APA belongs to the service de Production et Nutrition 'Animales
 

(SPNA) of the DAZ. Here is a description of his activities during
 

the first quarter of 1985.
 

General
 

Of the five activities planned for the first quarter in 1985 work
 

plan three were carried out and two deleted from the work plan. Despite
 
these deletions, the first quarter saw the SPNA more active than at any
 

time last year. Seven field trips were made during the quarter for a
 

total of 20 days in the field. The Animal Production Advisor (APA) had
 

over 121 contact hours with GMP livestock producers. This is in
 

contrast to 10 contact hours with livestock producers in all of 1984.
 

1. Early Grazing Sites
 

The SPNA made 6056 micro-depressions (m.d.) on 7 'hectares at 6
 

sites. This work was carried out by 120 livestock producers, mainly
 

members of GMPs 2, 8, 10, and 14. The presidents of these GMP were very
 

helpful in organising the labor. A total of 454,200 CFA was paid out,
 

75 CFA per m.d., for an average of 3,785 CFA per person. However, it
 

must be noted that most people had at least one friend helping them. It
 

was very difficult to keep track of the number of m.d.s during the
 

digging. Thus, though 900 m.d. per ha was the target, an average of 865
 

per ha was realized.
 

It is known that soil has blown into the M.d.s as planned, A
 

tourn~e is planned for early April to test the texture of this soil and
 

the amount and type of seed blown into the m.d.s. A clay content of
 

less than 8 percent is needed to maintain high infiltration rates in the
 

m.d.s.
 

A visit was made to the Catholic Mission field site, 54 km north of
 

Tahoua, to see their m.d., contour ridging, and water spreading activi­

ties. They use a "demi-lune" shaped depression with a catchment volume
 
3
 

of 1.256 M at a density of 313 per ha. Our depressions have a catch­

ment volume of .225 M3 but at a density of 900 per ha.3 Our design seems
 

somewhat more efficient to construct, digging 1.84 M per hour compared
 
to .718 M3 per hour for the mission project.
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The mission paid 72 CFA per hour (125 CFA per depression). At a
 

similar salary rate we could pay 10 CFA per m.d. rather than 75 CFA. At
 

10 CFA pdr m.d. our sites would cost 9000 CFA her ha.
 

In summary, the early grazing site field trials for 1985 were set up
 

on 7 hectares at 6 sites with an average of 865 micro-depressions per
 

hectare. The micro-depressions were-dug by members of GMPs 2, 8, 10 and
 
14. Two Nigerien cadre- were trained to carry out this activity and
 

actually supervised all the work themselves at one site in the absence
 

of the APA.
 

Problems
 

Throughout this activity there were delays in acquiring the vehicles
 

and materiels needed to do the field work. However, considering that
 

the field work involved 6 tournees and was conducted over only 2.5
 

months, things were relatively smoothly.
 

2. Sauvetage de B~tail
 

A DAZ meeting was held on March 8th to draw up a plan to initiate
 

the Sauvetage de B~tail activity of the plan d'urgence. Three teams were
 

formed to, respectively: prepare the ranch infrastructure, buy and
 

deliver feeds to the ranch, and purchase and deliver animals to the
 

ranch. Once the infrastructure is prepared and the feeds purchased and
 

delivered a second meeting is to be held to draw up a detailed ranch
 

operation plan with crisis options before animals are purchased.
 

A tournee was made (12-14 Mar.) to construct the required fencing at
 

Inidi-. the wells site on Ibecetene Ranch where the Sauvetage de B6tail
 

activity is to be carried out. A heifer, calf, goat and sheep pasture
 

where identified and 7 quarantine pens and one sick pen constructed.
 
Woven wire was added to the small ruminant pasture fences where needed.
 

Feed storage pens also constructed. A tourn6e set out (26 March) to buy
 

the feeds required and arrange for their transportation to Inidi. The
 

delay between 14 and 26 March was due to vehicle and driver shortages.
 

The SPNA has taken the lead role in all Sauvetage de B~tail activities
 

to date. It is strongly felt by the APA that materiel and transport
 

control needs to be further decentralized for thi, activitity to be
 

successful.
 



7
 

In summary, the APA has to date only .participuted in-meetings.-forthe
 
planning of this activity and a tournee (12-12 Mar.) to Inidi to construct
 

the requived fencing. A tournee just lest (26 Mar.) to buy feed for this
 

activity.
 

Problems. There was a general loss of momentum on this activity between 
14 and 26 March dui to lack of vehicles and drivers. The project has 

continually proven to be tot bureaucratic to act in the timely manner 

required to successfully conduct this activity. 

3. Woody Vegetation Surveys
 

The proposed woody vegetation surveys were carried out during January
 

in conjuction with SGRN at 12 of the 25 ground truth sites. Of the
 

remaining sites several lack any woody vegetation and there are plans to
 
survey the others. The data has been partially analyzed by SGRN and is
 
detailed in their report. When the remaining sites have been surveyed an
 

analysis for habitat types will be made.
 

4. Survey of Agricultural Zone
 

The large scale March surveys of the agricultural zone were deleted
 

from the 1985 work plan due to the high cost of aeriel surveillance and
 
the late contact with ILCA technicians regarding this survey. Discussions
 

with the ILCA technicians (16-19 Mar.) led to a revised survey schedule
 

that is limited to the pastoral zone.
 

5. National Debate on Livestock
 

To the surprise of SPNA the National Debate on Livestock was so
 

limited in scope that no SPNA staff are allowed to participate in the
 

debate. The APA inconjuction with DEP staff continued to develop the
 
topic on the future of livestock production in Niger, producing a paper en­

titled the Application of a Development model to Niger's Livestock
 

Production Sector: with recommendations. Work on the other two debate
 

topics described in the 1985 work plan has been stopped due to lack of
 

time and interest.
 

/70 
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4. Epidemiology and Reproduction Advisor (ERA)
 
The ERA belongs -to the-Service de Sant6-Animale--(SSA)--of-theDAZ;- Below
 
is a report of his activities during the first quarter of 1985
 

1. Objectives of the first quarter
 

A. 	 Elaboration of the 1985 work plan;
 

B. 	 Final planning and start up phase of 1984/85 plan d'urgence;
 

C. 	 Formation of a GMP pilote in collaboration with DAP;
 
D. 	 Renforcer des moyens d'intervention du service de l'Elevage ­

testing the mobile vaccination park; 

E. 	 Fournir une formation sp6cialis6e au participants Nig6riens du
 
PEI participate in the recommendations for the scholarships to
 

be awarded for livestock related subjects;
 

F. 	 Formation des auxiliaires d'Elevage collaboratively with the
 

DAP;
 

G. 	 collaboration with LABOCEL in Niamey and PIADC in the USA 
-
maintain and expand collaborative efforts, attempt to begin the
 

institutionalize the relationships between the livestock
 
service, LABOCEL, the satellite laboratory at Tahoua and the
 

PIADC;
 

H. 	 assays sur le terrain - vitamin A;
 

I. 	 response to declarations of animal disease outbreaks.
 

II. Achievements of the first quarter 1985
 

A. 1985 work plan
 

1. This 
has been well elaborated and discussed at the divisional
 

level. The '85 work plan attempts to reinforce the livestock service
 
and its related activities as well as attempting to meet project goals
 
of providing improved animal health care and preventive medicine (and
 

access 
 to it) through the training of herders to be veterinary
 
auxiliaires. All the clinical research 
or field trials that we have 
proposed to undertake will upon their completion, give us sound 
intervntions to be able to recommend and institutionalize in the 
veterinaiy auxliairy - livestock service program (which may become 

the basis of a livestock extension service.
 



B. Plan d'Urgence
 

1. Sauvetage des femelles au ranch Ib6c6tbne
 

a. plan d'execution has been made jointly with the other services of
 

the DAZ.
 

b. Pricing and ordering of veterinary supplies has been done.
 

c. A field trip to ranch Ib6cdtbne has been made in which quarantine
 
and isolation pens were constructed. (This was made 
by the Tufts
 

animal health intern).
 

d. A field trip to order and purchase animal feeds will be mad_- by the
 
end of March (by the Nigerien counter part of the animal health and
 
production monitor and by the Tufts animal health intern).
 
e. Discussions on including camels and donkeys 
in the sauvetage
 

program were held and are currently being discussed with 
the project
 

director.
 

f. Design of a comprehensive herd health program has been done along
 
with a description of treatment, signs, diagnosis, 
prevention and
 
epidemiological factors 
of common animal diseases likely to be
 
encountered at the 
ranch has been made. An individual animal record
 

has been designed.
 

2. Volet transport d'animaux
 

1. A preliminary field trip was made 
to determine the usefulness cf
 
this volet at the present time. Discussions with the apprcpriate admi­
nistrative authorities and several herders were held. It was decided that
 
at the present time there 
was no longer a pressing need fur this volet. It
 
has been suggested that 
the money be used for sauvetage des anes and
 

chamaux 
as part of the volet sauvetage des femelles at ranch Ib6c~tbne or
 
for south to north transport after the rains have begun.
 

2. Volet developpement petit 6levage
 

1. This was not accepted as proposed to AID due to 
the size of the
 
program (18,000) goats and due to the structure of the credit program.
 

Apparently we 
are waiting for offical communication concernin' this volet
 
from USAiD and MDR. Informal discussions that I had wit' AID show that
 
they would approve such a program if the numbers of animals were reduced
 
and if a subsidized relief program providing feed and or animals in lieu
 
of credit were proposed. Herders at the sites de contre-saison have a
 
number of animals particularly goats, camels, and sheep. Milk production
 

/11;
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could be dramatically increased by the introduction of supplemental animal
 

feeds which would in turn have a highly beneficial effect on human
 

nutrition at 
these sites, It is therefore strongly recommended that a
 

program of animal feed relief is actively pursued.
 

C. GMP Pilote
 

1. At GMP 8 a GMP pilote was formed (informally) and a vitamin A
 

study has begun in sheep belonging to this GMP.
 

D. Assays sur le terrain
 

1. Vitamin A: The 1985 vitamin A trials have begun at the GMP pilote
 
and at herds in Kao belonging to Wodaabe and village herders. A total of
 

117 bovins and 82 sheep have been entered in this trial. Additionally,
 

serum samples for epidemiological studies have been collected.
 

E. Response to a declaration of an animal disease outbreak
 

1. An outbreak of small ruminant peumonia was declared by the Chef du
 
Poste V6t6rinaire at Abalak. In the first 
20 days of January, 22 sheep
 
and 11 
 goats were presented to his clinic with signs of respiratory
 

disease. 
 During the several preceding months, the number of respiratory
 

disease presentation varied between 1 and 3. A treatment trial was begun
 

in which the oral antimicrobials tetracycline and sulfamethox 
were used.
 

Treatment with sulfamethox cured all animals treated (10). However, all
 

12 of the animals treated with tetracycline died. It would be highly
 

unusual that all of the 12 animals treated with tetracycline had pneumonia
 

severe enough that the antibiotic would have no effect. Secondly, the
 

toxic dose for tetracycline is about 40 times the dose that these animals
 

were giveV2 Thereforeeven in their weakened condition cannot accept that
 

the animals were overdosed. The most likely explanation therefore, is
 

that the animals were mis-dosed that is the head of the animals was titled
 

back too far 
 to allow the animal to swallow properly, and that the
 

tetracycline which was then administered orally with a syringe was given
 

too rapidly with the result being that the product entered the lungs and
 

caused a pneumonia due to chemical irritation strong enough to cause the
 

death of the animals. Mal-dosing of this kind is quite common in small
 

ruminants, especially sheep and may be avoided by administration of the
 

drug slowly with the head bent in a normal upright position. It was
 



suggested by the Chef du Poste V6t6rinaire and the Iproject Director that
 
the owner of the animals be reimbursed. This suggestion was overruled by
 

the Sous-Pr6fet in Tchintabaraden.
 

F. Veterinary intern.
 

Tufts veterinary intern has arrived and is participating in service
 

activities including: vitamin A field and laboratory work and the sauvetage
 

des femelles program at ranch Ib~c6tbne.
 

G. Collaboration with LABOCEL in Niamey and PIADC.
 

1. LABOCEL: Samples were sent from field trips include serum, frozen
 

lung tissues, and pus collected from living animals and animals observed
 

at the Abalak abbatoire. Results have not yet been reported.
 

III. Objectives ofthe first quarter 1985 which were not met
 

A. Renforcer les moyens d'intervention du service de l'Elevage.
 

1. Parcs de vaccination mobile: Construction of the first mobile
 

vaccination parc has been completed. 
 Testing at ranch Ib6c~tbne has be~n
 

postponed until the arrival of new project vehicles which included a heavy
 

duty pick up truck that is heavy enough to carry the vaccination park.
 

The vehicles have just arrived allowing us to test this park in the second
 

quarter of 1985. Necessary modifications will then be made with these
 

tested and finanlly 5 other parks ordered.
 

B. Fournir une formation sp6cialis6e aux participants Nig~riens du PEI.
 

1. Discussions were held between the project director, the chief-of­

party, the director of livestock and MDR, the training and technical
 

coordinator, and USAID (I had discussions with the chief-of-party and the
 

training and technical coordinator), concerning the number and types of
 

scholarships to be awarded. An agreement was reached. However the MDR
 

has yet to submit names of participants. It i's hoped that these indivi­

duals will be named 
soon in order that they may begin their studies in
 

September 1985.
 

C. Formation des auxiliaires d'Elevage
 

1 1. This was not accomplished because of the delay in receiving 

authorization to begin implementing the plan d'urgence. Now that approval 

has been given it is anticipated that this formation will begin during the 
second quarter 1985. A problem concerning the auxiliairies which has yet 

to be worked out is what their interface with the livestock service and
 

the project will be and how they will be resupplied.
 

</ 



IV. Specific problems encountered
 

1. Response to a disease declaration of small ruminant pneumonia in
 

Abalak:
 

As detailed above we attempted to set up a treatment trial with the
 
livestock officer in charge of the veterinary post in Abalak in response
 
to an outbreak of small ruminant pneumonia. We used orale antibiotics
 
rather than injectables because we wanted to test the efficacity of oral
 
tetracyclines in small ruminant pneumonia which is an important problem
 
among pastoral herds. Unfortunately other project activities prevented us
 
from resting in Abalak and giving direct supervision to the trail. Also I
 
neglected to point out to the livestock agent just how to administer a
 
product orally and what precautions are necessary that he must take. We
 
did set up a return trip after 4 days to supervise the progress of the
 
trial. This was to be done by the counterpart of the animal production and
 
health monitor while I was in Niamey. The field trip for him was approved
 
orally at the divisional level before my departure, however, the project
 
Director did not permit the 
trip to take place and made no effort to
 
contact me and discuss to situation and the implications of the cancelled
 
field trip. If the field trip had been made, it is quite possible that
 
the mortalities could have been decreased. Upon my return to Tahoua, I
 
raised this issue with the project Director. We have now agreed that in
 
the future I will leave written instructions concerning the necessity of
 
carrying out field work in my absence and that if I am available via
 
telephone or other means and any deviation is required that the division
 

chief will be able to contact me and discuss the situation.
 

2. Collaboration study with the FED, LABOCEL, PIADC, the livestock
 
service at the department levels, animal health service of the project,
 

and the satellite laboratory at Tahoua:
 

While I was in Niamey during the month of February, I met with the
 

representative of the FED, the Director of LABOCEL, and the Director of
 
the satellite laboratory in Tahoua. The FED wanted to carry out a study
 
similar to one recently done in Mali evaluating the effectiveness of the
 

rinderpest vaccine as it is currently produced and delivered in Niger.
 
This type of study is of great interest ofour project as the PIADC is
 
undertaking efforts to improve the thermostability and hopefully the
 
effectiveness of the rinderpest vaccine. In fact we had planned on doing a
 

project zone study on this very thing as part of ,ur epidemiological
 

studies.
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I looked upon this study as an important opportunity for our project
 
to undertake a collaborative effort linking several Nigerien institutions
 
with external institutions which 
could at the same time provide our
 
project with the necessary information it required to assist in the
 
improvement of the rinderpest vaccination. I requested that the Director
 
of LABOCEL 
contact the project Director and request the participation of
 
our service. I do not know if this was done or not. 
When approached about
 
the study the project Director refused to allow the project to participate
 
because he said that it would be expensive to sent three people from our
 
project to the sampling site 150 miles to the south for 2 days to assist
 
in collecting the samples. Furthermore there were important project
 
activities which would occupied us 
full time (the animal bank program at
 
the ranch) and he could not 
afford to let us go. (although this is an 
important activity - there is no way in whi 'hit will ever occupy us full
 
time) Thirdly, he said that he had received no official communication from
 
the MDR concerning this collaboration and that it would be impossible to
 
let us participate informally. By working with the Director of the
 
livestock service in Tahoua and the representative of the FED in Niamey I
 
was able to arrange a way that the study could go on without the direct
 
participation of my service. I participated informally by designing the
 
sampling procedures and by arranging for analysis of the samples at 
the
 
PIADC. I feel quite satisfied that 
the study will prove to be useful to
 
our project and that despite refusal of official participation, I was
 
informally able to assist in this study.
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5. Quantitative Range Technician (QRT)
 
The QRT belongs to the service de Gestion des Ressources Naturelles of
 

the DAZ. Here is a description of his accomplishment during the 1985
 

first quarter.
 

1. Early Warning System
 

Estimating pasture conditions from rainfall records
 

1.1 	 Linear multiple regression analysis was used to analyzed six para­

meters or indexes outlined by Wylie (1985) (1: effective rainfall, 2:
 

moisture stress periods, 3: days conducive to growth, 4 days not conducive
 

to growth, 5: consecutive days not conducive to growth, and 6: length of
 

the growing season. A model was developed using all of the above indexes
 

except NO 2 which was not significant. This model, developed from the data
 

set including the 1984 sites, accounted for 95 % of the variability (R
 

squared). The model was then tested with the Gadabedji exclosure data from
 

1981 and 1982 and the model badly over estimated herbaceous growth for
 

Gadabeji 1981. Due to the uncertainty in the Gadabeji data, this does not
 

mean the model is invalid nor does it support the model. Testing of the
 

model will have to be done with data to be collected in 1985.
 

1.2 Tree cover
 

Tree cover sampling was done on ground truth sites 21, 22, and 23. Data
 

entry and correction for the 12 groundtruth sites sampled in 1985 was
 

done. The basic program PARCELL. BAS was developed for the analysis and
 

the analysis was completed.
 

2. Irrigation plots
 

This experiment was to quantify what consititutes plant moisture strees
 

periods and their effects on corresponding plant growth. This was 

envisioned to supplement the pasture condition model. This was not 

realized as the irrigated pasture at the Ibdc~tene Ranch, which was 

originally to be watered with a sprinkler system, was watered manually. It
 

was felt that his watering method was too variable for conclusive results.
 

Problems
 

Originally irrigated pastures at Ib6c~tbne Ranch were to be watered
 

with a sprinkler system but was later changed to manual watering. It was
 

felt that this watering method was too variable for conclusive results.
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3. 	Plan d'Urgence
 

3.1 	Saving female livestock (goats, sheep, heifers, and calves)
 
The availability and prices of young female animals 
in the Abalak,
 

Tabalak, Kao, and Tchin Tabaraden markets were surveyed. Infrastructure
 
preparations, largely fencing, were done to prepare feed storage lots and
 

quarantine/sick lots.
 

3.2. Transport of animals to southern pastures
 
Local officials were informed of the program and questioned as to
 

possible needs for animal transport in their regions. Largely the res­
ponses were that the bulk of the herds has already gone south and the
 
remaining 
herds were few and mostly made up of goats and camels, not
 
expected to warrant truck transport. Proposed solutions were: 1) trans­
port the animals from the south to the north in the early rainy season to
 
assist weak animals whose northern movements may be impeded by farming
 
activities; 2) divert funds to saving pregnant female camels.
 

4. 	Additional activities
 

4.1. Two day watering schedule
 

NRL heifer weight gain data on deferred and continuous grazing under
 
daily and alternate day watering schedules were reanalyzed using a more
 
appropriate statistical analysis. The problem encountered was that the
 
Stat Pac softwear had no means of doing a split plot analysis. The
 
s'i.lution was that the statistical calculations were done in Super Calc.
 

4.2. Budget/labor data
 
A system to analyze Wodaabe budget ad labor data 
files was developed
 

to be used bythe Animal Nutrition section. invilved using Fortran, and
 
Basic programs as well as Dbase and Super Calc softwear programs.
 

1 The Gadabeji data are of questionable reliability as missed or transpose
 

rainfalls are suspect (Wylie 1984).
 

LITERATURE CITED
 
Wylie, B.K. 
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Wylie, B.K. 1985. Estimating aerial herbaceous production on sand dune
 
annual grasslands from available climatic data 
in the pastoral zone of
 
Niger. Niger Integrated Livestock Project (USAID), Jan.
 



6. Financial Specialist (FS)
 

The FS belongs to the Service de Crddit of the Division des Activit~s
 
Pastorales (DAP). The FS also takes care and supervises Tufts local
 
currency account. Below are his accomplishments during 1985 first
 
quarter:
 

I. Credit Program
 

Activities Accomplished
 

1. Development of the accounting system for the credit service at 
both the
 

pastoral center and projet levels.
 

2. Continued training of the pastoral center chief/Abalak in the credit
 

accounting system.
 

3. Development of a 3-month budget for 
the emergency plan. (Collaboration
 

with the various services concerned).
 

4. Development of a plan for the "Volet Petit 
Elevage" of the Emergency
 

Plan. (Collaboration with the DAP and DAZ).
 

5. Visit to Kassari for discussion with GMP 6 of the credit situation and
 

general discussion with GMP 6, 5, and 12. (Collaboration with the DAP
 

and personnel of both pastoral centers).
 

6. Collaboration with 
Livestock Economist in designing monitoring and
 

evaluation system and designing reports resulting from 
"recensement de
 

base" data.
 

Problems Encountered
 

1. Time constra-nts on both the financial specialist (see section "problems
 

encountered"/admin of Tufts LC accounts) and chief credit 
service. Latter
 

became head of DAF on 
1 Janaury. Because of demands of his new responsibi­

lities, little time/priority was given to credit program.
 

2. Because of the prolonged absence of the Chief of the DAF visits to
 
Abalalc to ensure the implementation of the credit accounting system as well
 

as implementation at the project level were not effected. Similarly a
 

savings account for GMP 8 was delayed over a month.
 

Proposed Solution
 

1. Once the credit program became more active a full-time credit manager
 

(as enviEaged by the project paper) should be considered.
 

2. Counterparts should collaborate whenever possible. However, stalling
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work for appreciable periods of time because of the absence of a counter­
part impedes the general progress of the project.
 
II. Administration of Tufts' Local Currency Accounts
 

Activities Accomplished
 

1. Review of entire local currency accounting system. Modification as
 
necessary. Reconciliation of all accounts, reports, journals since incep­

tion.
 

2. Complete inventory of material/equipment managed by Tufts.
 
3. Training arid supervision of a new local currency accountant.
 

Problems Ecountered
 

1. During fiscal year a number of different people, most untrained in
 
accounting, maintained the local currency accounts. In addition, 
the
 
fiscal system was supervised by two different people. As a result the
 
accounting 
system lacked internal consistency, reconciliations were not
 
routinely done, and the reporting system was inconsistent. Reconciling all
 
accounts and reports was a very time-consuming task. The Financial
 
Specialist was also responsible for performing the daily activities of an
 
accountant, as well as training the new accountant when he arrived. As a
 
result, time available for credit service activities was extremely limited,
 
especially during the beginning of the quarter.
 

Solutions Proposed
 

1. The reconciliation and systematization of the accounting/reporting
 
system has essentially been completed. 
 The question of time availability
 
of the Financial Specialist is resolving itself as the ocal currency
 
accountant assumes his responsibilities. At this point, though, continued
 

training is still necessary.
 



7. Coordinator of GMP (CGMP)
 

The CGMP belongs to the service de l'Animation et de la Promotion
 

Coop6rative (SAPC) of the DAP. Below is a description of her activities
 

'during 1985 first quarter.
 

For the DAP, the first 1985 quarter was devoted to ithe follo­

wing activities:
 

" preparation of the 1984 annual report
 

" preparation of the 1985 work plan
 

• initiation of the emergency plan
 

" launching of the activities described in the 1985 work plan
 

Concerning my field activities, the end nf this first'qtjnrter
 

wap spent on the improvement of the pace of field activities. Also,
 

these has been a distribution nf the wnrk with mv cniinfernart which
 

resilted in I diver-ification of DAP nctivitieq.
 

So, the Chief of DAP focused his activities on the initiation of the
 
emergency plan, namely the component entitled "off - season crops deve­

lopement and human health". As for me, I focused on the activities
 

described in the work plan; these activities included:
 

• initiation of the basic census of Ingall Pastoral Center
 

herders so as to create herders associations.
 

" Census of the populations established on off - season crops
 

sites and training of the Abalak Pastoral Center technical
 

personnel so as to perform this activity.
 

" Participation in the Vitamin A study
 

Problems encountered
 

Conceining field activities, despite the above mentioned
 

improvement, some difficulties still persist. We have namely:
 

" the regular follow up of the activities carried out by the
 

pastoral centers.
 

"	and the imposibility of initiate the census of the popula­

tions estblished on off season crops sites due to logistic
 

problems (lack of vehicle) at Abalak pastoral center.
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As for the training of the new herders associations at Ingall,
 
it seems that this activity was assigned to the pastoral center;
 

as a result of this, we had no direct contact with the popula­

tion contacted up to now.
 

Concerning training activities reqLring contacts with off
 

project institutions, (exemple literacy) they are continuously postponed
 

to a later date. This case applies for the initiation of the literacy
 
program which is subject to a consultation with the National headquarter
 
based in Niamey. This consultation is once again postponed to a later
 

date, and nowscheduled for next May, despite the fact that the gathering
 

of the herders on the various sites constitutes a good opportunity to
 

initiate this kind'of training.
 

Generally speaking the problem faced during this quarter
 

concerns the importance assigned to the emergency plan. In fact, the
 
activities regularly carried out by the DAP tend to be neglected.
 

/1 
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8. Public Health Advisor (PHA)
 

The PHA belongs to the Service des Ressources Humaines (SRH) of the
 

DAP. Here is a report on his accomplishments during 1985 first quarter.
 

During 1985 first quarter, a series of activities had
 

been executed or initiated under the emergency plan, the trainers's
 

training and the monitoring and evaluation of the health and nutri­

tion situation on the sites.
 

The smooth implementation and sucess of these activities
 

will depend upon a good cooperation between ILP, the DDS and the
 

Ministry of health and Social Affairs through regular contacts.The
 

seminar on Health Self-management (HSM) on the sites located in the
 

pastoral zone, organized in collaboration-with Tahoua DDS is an
 

example nf this cooperation. This seminar was attended by delegation
 

of the 3 DDS where the ILP functions and a delegation of the Ministry
 

of health and was successful. During 3 days, the participants examined
 

health and nutrition problems encountered on the sites, exchanged
 

points of views regarding the activities they wish to conduct and set
 

up intervention priorities for the next months. This document is the
 

first official one outlining the general health interventions on the
 

sites and const+ tutes therefore a reference document for the various
 

types of interventions ILP is currently supporting.
 

The emergency plan is undergoing implementation.
 

A total amount of CFA 9 million was allocated to the 3 DDS for purcha­

sing medecines. Oil and soap are being purchased. These articles will
 

be put at the disposal of the health services and distributed under
 

the nutrition rehabilitation programs on the sites. For the last 2
 

weeks, the program has been operational at the level of KAO dispen­

sagy and will be extended to other sites. The training of the matrones
 

planned for early April in Tchintabaraden, will allow their progres­

sjve integration in the nutrition activities and more active partici­

pation in this field.
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On Saura site (Maradi) where 1000 herders from the project
 

zo.e are gathered, ILP will financially support the nutrition rehabili­

tation program designed by the DDS.
 

A nutritior. status evaluation and monitoring program started
 

from the dispensaries is currently tested on the site of Kao where more
 

than 1000 herder familier are gathered from the neighbouring off-seasen 

stes (Edouk, Douroum, Eghade, etc...) The proximity to the dispenuary
 

permits to test the questionary and the various relevant activities
 

(distribution of vit A, nutrition rehabilitation, etc). Later, it will
 

be uses on the other ILP sites.
 

Training of secourists in the 3 Departments was planned for 

April. They will play an important part on the sites and will allow the 

Chief nurses to hand over to them some basic care activities. The trai­

ning program was set up by each DDS and the funds are now available. 

The organization of the future seminar on training in epide­

miology and evaluation techniques scheduled frir MC heads and nurses is 

under way. This seminar, planned for June or fall, should be designed 

so as to prepare the concerned nurses to conduct simple surveys on 

priority subjects relating to public health. The subsequent surveys 

would benefit from ILP support. 

Some Nigerien medcal students wore contacted so as to parti­

cipate in the epidemiological surveys in the I.P zone and benefit thus
 

from its logistical and methodological support. These activities could
 

serve as theses for medical degree (Doctorate).
 

The simultaneous initiation of several activity programs
 

that will have to be supervised and monitored, while continuing to
 

prepare training and resea:ch prog-rams, indicates the urgent necessity
 

to assign a graduate nurse to ILP. The Ministry of Health must be
 

informed of this, situation as soon as possible. Without the presence
 

of such a collaborator, the activities !ndertaken should be necessarily
 

limited to a geographical level; their smooth functioning will be jeopar­

dized and some a'hievements could be abandoned.
 



SCHEDULE OF ACTIVITIES : DAP HEALTH COMPONENT 

Activities executed underway deferred 

1.Presentation of the Emergency 

plan and the 3 DDS joint preparation 

of the execution program 

2.Execution of the Emergency plan 

2.1.Organization and holding of a seminar 

on HSM on the sites * 

2.2.Definition of priority health activities 

on the sites * 

2.3.Organization of a program of nutrition 

rehabilitation on the sites * 

2.4.Institution of nutrition evaluation and 

monitoring system on the sites * 

2.5.Support to the secourists training * 

2.6.Support to the mat rones training * 

2.7.Allocation of fonds for purchasing medecines 

planned for dispensaries in the ILP zone * 

2.8.Distribution of oil and soap under the 

nutrition rehabilitation program * 

2.9.Acqui.3ition of vit A for a systematic 

distribution on the sites * 

2.10.Construction of 3 isotherm boxes to be 

used during the vaccination campaign in Tahoua * 

2.11.Support to the nutrition rehabilitation 

program in Saura (Maradi) * 

3.Selection of places and initiation of the 

procedures for establishing 2 dispensaries * 

4.Preparation of the training program in 

epidemidlogy and evaluation seminar and 

surveys). * 



executed underway deferred
 

5. Preparation of public health and
 

epidemiological surveys with the
 

collaboration of medecine students
 

6. Preparation of an addendum to the
 

guide for the secourists training.
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9. 	Livestock Economist (LE)
 

'Thee 
LC is spilt between the service de Suivi et Evaluation and the
 
Service de la Commercialisation 
du b~tail of the Division des
 
Etudes et Programmation (DEP). Below is 
a report on his activities
 
during the first quarter of 1985.
 

During the past three months my time has been divided between the
 
Monitoring and Evaluation ServicE- (Service de Suivi et Evaluation) and
 
the Livestock 
Marketing Service (Service de Commercialisation du
 
B6tail). Due to the departure of Andrew Cook in December, I was
 
required to spend rore 
of my time -with the activities of the Market
 
Service than [as previously been the case. Also, in the midst of this
 
trimester, I took a two week 
leave of absence to return to the USA to
 

defend my doctoral dissertation.
 

Monitoring and Evalutation Service
 
Within the Monitoring and Evaluation Service most of the trimester
 

was spent in activitieE of the Drought Crisis Response Program (CRP).
 

These included:
 

- Presentation of the CRP to the departmental level services in Agadez,
 
Maradi and Tahoua for approval. Theses activities were carried out
 
during the last week of December and the first week of January with
 
the other Division Chiefs, Dr. Loutan and the Director.
 

- Visit to prospective sites for dryseason well gardens in Maradi 

department. 

- Design and testing of crisis information system data .collection 
instruments. Two questionnaires were designed to provide information
 
on the condition of herders during the current crisis. The first
 
willbe conducted at the dryseason well garden sites where the project
 
will be working with herders. This questionnaire will be conducted
 
at.the same time as the census questionnaire wh.ch was designed last
 
summer. The second questionnaire is designed to monitor conditions
 
among herders who have not settled around these sites, and who 
are 
still herding animals in the south of the zone. 

- Training and equiping surveyors at the pastoral centers to carry-out 
the first questionnaire and recruitment of additionnal surveyors to 
carry out the second questionnaire in the markets. 
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- Supervising census and crisis information questionnaire administra­

tion in the Ingall region apprcximately 500 families were censused by
 

tfie end of March. 

- Creation of softwear to enter and analyse the data of the census and 

crisis questionnaire. 

Though planned, commencement of the census and crisis questionnaire
 

in the Abalak :egion was not possible because of the lack of a vehicle
 

at the pastoral center with which to carry out the activity.
 

The actual analysis of the data of the crisis information syste
 
was also delayed due to the lack of a key-punch operator and secretary
 

for the Division des Etudes et de la Programmation. This person was
 
initially requested in July of the previous year, but to date no one
 

has been hired. The need for a key-punch operator will become even
 

greater in the coming months.
 
Apart From these drought related activities, I also developed a
 

Programming, Monitoring and Evaluation System for the prcject which
 

uses DBASE II as a means of entering information on the activities of
 

the project, and then generates a variety of reports on the accomplish­
ment of each activity. This instrument was initially the responsibi­

lity of the project management unit, and I do not think it will be
 
usefull to the project unless this unit is created to maintain the
 

system, each Division is required to generate its trimestral workplans
 

and reports using this tool, and other reports are eliminated.
 

Otherwise it will serve to increase the time spent in report gene­

rating.
 

Finally, Greg Perrier and I worked on a simple model which attempts
 

to projects trends in the livestock sector in Niger. This model was
 

developed as a presentation for a conterence which was to precede the
 
national debat on Livestoc to be held in April. The preparation
 

conference was called off, however.
 

Livestock Market Service
 

Within the Market Service most of my time wes spent in monitoring
 

the market information collection system. This involved coordinating
 

visits to each or the 16 markets by the Nigerien counterpart assigned
 

to the service, andsupervising the entry of the 'data of the system.
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In addition, I-developped a numbEr of programs to analysethe data­

of the system for generating monthly market reports. This activity did
 

not advance as far as planned, however, because Glenn Howze, who was to
 

assist in developing this softwear, was unable to stay long enough in
 

country to begin this task.
 

Finally, on the basis of a meeting in December with representatives
 

of the Sud-Tamesna and Centre-Est livestock projects, the Sud Tamesna
 

representative (Gerard Romier) and I wrote a propojal fcr improving the
 

livestock service's market information system throughout the country.
 

I attempted twice to go to Niamey to discuss this proposal with the
 

Livestock Service, but permission was refused.
 



M O V'E M E N T- 0 F P E R S 0 N N E L
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ll. Movement of the Technical Assistance during the first quarter of 1985
 

1. Long term TA personnel
 

In the first quarter of 1985 three (3) team members take annual vacation
 

outside Niger, one (1) of them took R and R. One team member went to US
 

to defend his Ph.D. thesis and another to present a paper at the Interna­

tional Range Management Conference in Salt Lake City, UTAH, to consult
 

with New Mexico State University and to accompany the Nigerien partici­

pants during the visit to US ranches. The names of the long term personnel
 

and the dates out of Niger are given in the attached table.
 

2. Senior Advisory Group (SAG)
 

Three SAG members visited the rroject in the first quarter of 1985. These
 

visits were considered the first of their two (2) annual routine visits
 

made to the project. One SAG member, the Technical and Training Coordi­

nator (TTC) came twice to Tahoua, but the second time was to attend the
 

National Debate on Livestock as Tufts representative. The names, the 

dates and the purpose of visit are described in the attached table. 

3. Short term consultants 

A group of four (4) ILCA specialists led by the Director of Research came
 

to Tahoua mid-March to discuss ILCA subcontract and 1985 workplan related
 

to the Early Warming System (EWS) with project DAZ personnel, the Campus
 

Coordinator and the Acting Chief-of-Party. They spent almost one week in
 

Tahoua and visited a few ground truth sites with project personnel. See
 

the table for the names and date of visit.
 

4. Tufts Interns
 

One intern in Animal Production and Health came to work within this
 

service during the first quarter of 1985. She arrived Feb 19 and spent a
 

little over two (2) months in Tahoua. She worked on the vitamin A trial
 

and on the laboratory extraction of this nutrient from plasma and milk
 

samples.
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1st Quarterly Report, 1985 

January 1 - March 31, 1985
 

1. 	Movement-of-Tufts Personnel
 
A. LONG TERM 

NAME LEFT NIGER RETURNED TO 

NIGER 
1. Charles Pase Jan 20 Mar 4 

2. Jeffrey Metzel 
 Feb 20 
 Mar 5 


3. Gregory Perrier Feb 5 
 Feb 18 


4. Chip Stem 
 Mar 29 	 Apr 19 


5. Pierrette Vu Thi 
 Mar 31 (May 15) 


B. SAG MEMBERS
 

1. Albert Sollod 
 Jan 14 
 Feb 8 


Mar 29 (Apr 17) 


2. Dirck Stryker Mar 10 
 Mar 	24 


3. Glenn Howze 
 Mar 	11 
 Mar 21 

(SSC) 


C. 	SHORT TERM CONSULTANTS
 

ILCA
 
Lambourne 
 Mar 	14 
 Mar 	16

(Dir of Research) 


N. De Ridder 
 Mar 	14 
 Mar 	20

D. Bourne 

K. Wagnegaar 


D. 	TUFTS INTERNS
 
Joan Lindenmayer Feb 19 Apr 24 


PURPOSE
 

- To attend International Range
 
Management Conference and
 

- To consult with NMSU
 

- To accompany Niger partici­
pants inNM to visit US ranches
 

- To defend his Ph.D. Thesis in
 
US,
 

-
To take 11 days vacation in
 
Cameroun
 

- To take 
her R and R in
 
US
 

-
To take annual vacation in
 
France & US
 

- For consultation on annual
 
Workplan & Niger participant
 

- Attend National Debate on
 
Livestock
 

- For Consultation on 1985 work­
plan & programme d'urgence
 

- For consultation with DEP/micro­

computer software
 

-
To discuss ILCA subcontract
 
work plan & budget for 1985.
 

-
To discuss ILCA sbbcontract &
 
1985 work plan with DAZ/SGRN
 
Pase and Perrier
 

-
To work within DAZ on vitamin
 

A.experiment
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III. First quarterly cost sunnary for-project year 1985
 

The technical Assistance budget used in this report is based
 

on funds currently commited by USAID for the first two to three years of
 

the project. This budget is divided in two parts. The foreign exchange
 

(US dollars) budget is managed by Tufts University in the US and the
 

local currency (CFA francs) is managed by Tufts representative in Niger
 

who is the Chief-or-Party. The local currency budget represents 1/10 of
 

the contract total budget. The budgetary amounts used in these reports
 

are 6 472 800 US dollars for the foreign exchange budget and 719 200 US
 

dollars (276 892 000 CFA francs) for the local currency budget. Both are
 

equal to 7 192 000 US dollars.
 

A.Report on foreign exchange expenses
 

On technical assistance - long term overseas personnel, short 

terms consultants and campus staff - 317,355 US dollars were spent last 

quarter (1 January - 31 March 1985), which represents 55 % of this quarter 

total expenditures (574,009). For material and equipment % 55 826 were 

spent (10 %) and %40 828 for other costs (7 %). To date, 1,471,223 US 

'
dollars were spent on technical Assistance, which represent 60 9, of the
 

actual expenditures but only 23 % of the fund currenly committed. Also
 

to date no money was spent on training. This was due to the delay in begin­

ning this project component. However only 4 % of the eXpenses were for
 

buying material and equipment from January 84 to date. As fas as expenses
 

to date are concerned the percentage of budget used is 55 for the technical
 

assistance 60 for material and equipmer.t, 0 for training, 9 for other costs,
 

44 for indirect cost recovery and 38 for all costs. As far as remaining
 

funds are concerned, we underspent in all categories of the budget, al­

though for some individual items we overspent. But in all major categories.
 

In technical assistance category 1,307,387 US dollars are remaining ; in
 

material and equipment 71,330 US dollars ; in participant category 173,000
 

dollars ; and in other direct costs 1,584,066 US dollars.
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RECIAPITULATIF N0 1' 

DEPENSES EFFECTUEES EN DOLLARS US'
 

RUBRIQUES 	 DEPENSES CE DEPENSES A BUDGET-


TRIMESTRE CETTE DATE UTILISE
 

I.ASSISTANCE TECHNIQUE
 

A.SALAIRES LONG TERME 192 850 735 174 54
 

B.INDEMNITES (LT) 23 007 164 587 34
 

C.AVANTAGES SOCIAUX(LT) 22 743 108 347 53
 

D.VOYAGES (LT) 5 963 121 272 51.
 

E.FORMATION/ORIENTATION(LT) 000 23 951 00
 

F.SALAIRES CONSULTANTS(CT) 000 31 335 80
 

G.AVANTAGES SOCIAUX(CT) 000 325 33
 

H.VOYAGES CONSULTANTS(CT) 000 17 374 71
 

I.SALAIRES PERSONNEL AUX
 

USA 54 230 194 384 66
 

J.AVANTAGES SOCIAUX PERS.
 

(USA) 11 385 39 363 65
 

K.VOYAGES PERS.(USA) 7 177 35 111 89
 

TOTAL ASSISTANCE TECH. 317 355 	 1 471 223
 

II.MATERIEL ET EQUIPMENT 55 826 108 920 	 60
 

III.FORMATION 	 000 000 00
 

IV .AUTRES COUTS 40 828 161 619 	 09
 

SOUS TOTAL 414 009 1 741 762 36
 

FRAIS INDIRECTS 160 000 -703 581 44,
 

TOTAL GENERAL 	 574 009 2 445 343 38
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B. Report on local currency expenses
 

On technical assistance (TA) - long term personnel living
 
°in"Tahoua and Niamey - 15.587.165 CFA francs were spent from January
 

1 to March 31,85, wich represent 78 % of this quarter total expendi­

tures (20.036.217 CFA francs). In these expenses for TA were included
 
salaries, fringe benefits and travel and transport for long term 
and
 
short term local hired personnel. Last quarter, less than 1 .1was spent
 ' 


material and equipment, however, 19 % on other cost and only 3 % on
 

training of nigerien cadres, primarily for travels. The highest per­
centage of TA costs incurred last quarter was for allonwances and lod­

ginu cost, such as rent, utilities night guards and furnitures. It was 61%.
 
On the 'basisof the expenses incurred this quarter it was 48 , As far as
 
the expenses to date as concerned, these two budgetary items used 73 % of
 

'
TA cost and 61 ? of total costs.
 

This quarter we spent 7 % of the committed budgetary funds, 
and to this date 49 ?'. In the TA category 97.619.573 CFA francs are 
remaining; in material and equipment 13.101.515 CFA francs; in training 

5.629.785 CFA francs; and in other direct costs 17.254.227 CFA francs.
 

/96 



DEPENSES 


RUBRIQUES 


I.ASSISTANCE TECHNIQUE
 

A)INDEMNITES PERS.EXPAT.
 

1. LOYER 


2. EAU,GAZ,ELECTRICITY 


3. GARDIENAGE 


TOTAL INDEMNITES (P.E.) 


B)COUTS GEN.LOGEMENT 


C)CASE DE PASSAGE 


D)FORMATION (P.E.) 


E)SALAIRES PERS.LOCAL(LT) 


F)AVANTAGES SOCIAUX PL/TT 


G)SAL.PERS.LOC.(C.T.) 


H)VOYAGES ET TRANSPORT 


TOTAL ASSISTANCE TECH. 


II.MATERIEL ET EQUIPMENT 


III.FORMATION(NIGERIENS) 


IV. AUTRES COUTS 


TOTAL GENERAL 
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•RECAPITULATIF" NO 2
 

EFFECTUEES EN 


DEPENSES CE 


TRIMESTRE 


4.017.800 


1.647 466 


836 616 


6 501 882 


3 048 719 


920 801 


25 000 


1 364 158 


149 203 


843 775 


2.733 627 


15 587 165 


34 600 


C42 865 


3 771 587 


20 036 217 


FRANCS CFA 

DEPENSES A % BUDGET 

CETTE DATE UTILISE 

24 365 874 56 

11 234 556 45 

3 729 582 40 

39 330 012 50 

44 212 283 70 

5 225 120 51 

105 000 18 

4 656 641 37 

444 292 22 

4 263 375 62 

16 337 704 43 

114 574 427 54 

4 878 485 27 

2 925 215 34 

13 608 773 44 

135 986 900 49 





----------------------------------------------------------------------------------------------------- --------

----------------------------------------------------------------------------------------------------------

:uW.A4RY gUARTERLY COST SUMMARY V (BUDGET ALLOCATES ALL CURRENTLY COMMITTED FUNDS) 
O9AWTER 15 , I JANUARY 1985 - 31 MARCH 1985 

BUDGET EXPENSES EXPENSES REMAINING Z OF BUDGET
 

THIS QTR TO DATE FUNDS USED
 

I..TECHNICAL ASSISTANCE
 

A. SALARIES - LONG"TERM OVERSEAS PERSONNEL
 

PROJECT MANAGEMENT COMPONENT 262171 29868 123864 138307 .47
 
LOUIS 114090 12804 69324 44766 .61
 
OUBEY 148081 17064 54540 93541 .37
 

HERDERS' ORGANIZATION COMPONENT 420730 16974 149498 271232 .36
 
SHAW 73299 8415 34907 38392 .48
 
VU THI 77331 8559 46926 30405 .61
 
NCATSU SUBCONTRACT 270100 0 67665 202435 .25
 

ANIMAL PRODUCTION COMPONENT 174734 22261 131121 43613 .75
 
PERRIER 74278 8559 49600 24678 .67-

STEM 76304 8799 51125 25179 .67
 
MICHEL 24152 4903 30396 -6244 1.26
 

NATURAL RESOURCES MANAGEMENT COMPONENT 297900 101813 253118 44782 .85
 
NMSU SUBCONTRACT 183900 28506 179811 4089 .98
 
ILCA SUBCONTRACT 114000 73307 73307 40693 .64
 

MARKET RESEARCH COMPONENT 87037 9433 51654 35383 .59
 
METZEL 62885 7650 29219 33666 .46
 
COOK 24152 1783 22435 1717 .93
 

HUMAN RESOURCES COMPONENT 115994 12501 25919 89975 .22
 
LOUTAN 115894 12501 25919 89975 .22
 

TOTAL OVERSEAS SALARIES (LONG TERM) 1358466 192850 735174 623292 .54
 

B. ALLOWANCES - LONG TERM OVERSEAS PERSONNEL
 

PROJECT MANAGEMENT COMPONENT 139113 6207 48728 90385 .35
 
LOUIS 71921 4254 33149 38772 .46
 
DUBEY 67192 1953 15579 51613 .23
 

HERDERS' ORGANIZATION COMPONENT 82252 5232 30367 51885 -37
 
SHAW 39619 2865 16250 23369 ,41
 
VU THI 42633 2367 14117 28516 .33
 
NCATSU SUBCONTRACT
 

ANIMAL PRODUCTION COMPONENT 148766 5706 50562 98204 .34
 
PERRIER 47873 2595 19280 28593 
 .40
 
STEM 74818 3111 23062 51756 .31
 
MICHEL 26075 0 8220 17855 .32
 

NATURAL RESOURCES MANAGEMENT COMPONENT 0 0 0 0 
NMSU SUBCONTRACT 0 0 0 
ILCA SUBCONTRACT 

MARKET RESEARCH COMPONENT 56982 2642 22933 34049 .40
 
METZEL 36907 2196 13662 23245 .37
 
COOK 20075 446 9271 10804 .46
 

HUMAN RESOURCES COMPONENT 57583 3220 11997 45586 .21 1Kc
 
LOUTAN 57583'L '3220 11997 45586 .21/7-(
 



-------------------------------------------------------------------------------------------------------

- ---------------------------------------------------------------------------------------- 

----------------------------------- ---------------- -- ------- ---

" C. FRINGE BENEFITS - LONG TERM OVERSEAS PERSONNEL 

PROJECT MANAGEMENT COMPONENT 68060 6943 31955 36105 .47
 
LOUIS 29900 3360 18342 11459 .62
 
DUBEY 38260 3583 13613 24647 .36
 

HERDERS' ORGANIZATION COMPONENT 39199 4455 20304 1884 .52
 
SHAN 19144 2208 8951 10193 .47
 
VU THi 20044 2247 11353 8691 .57
 
NCATSU SUBCONTRACT
 

ANIMAL PRODUCTION COMPONENT 45120 5588 34989 10131 .78
 
PERRIER 19264 2247 13120 6144 .68
 
STEM 19828 2310 13649 6179 .69
 
MICHEL 6028 1031 8220 -2192 1.36
 

NATURAL RESOURCES MANAGEMENT COMPONENT 0 0 0 0
 
NMSU SUBCONTRACT 0 0 0 0
 
ILCA SUBCONTRACT
 

MARKET RESEARCH COMPONENT 22525 2475 14264 8261 .63
 
METZEL 16497 2007 7612 8885 .46
 
COOK 6028 468 6652 -624 1.10
 

HUMAN RESOURCES COMPONENT 30520 3282 6835 23685 .22 
LOUTAN 30520 3282 6835 23685 .22 

- ------------------- *----------------------------------------------------------- ---------------

TOTAL FRINGE BENEFITS - LONG TERM OVERSEAS 205413 22743 108347 97066 .53 

D. TRAVEL -LONG TERM OVERSEAS PERSONNEL
 

PROJECT MANAGEMENT COMPONENT 70310 5015 34089 36221 .48
 
LOUIS 29910 518 23138 6772 .77
 
DUBEY A0400 4497 10951 29449 .27
 

HERDERS' ORGANIZATION COMPONENT 49689 355 17143 32546 .35
 
SHAN 22485 355 8364 14121 .37
 
VU THI 27204 0 8779 18425 .32
 
NCATSU SUBrONTRACT
 

ANIMAL PRODUCTION COMPONENT 69040 -267 49483 19557 .72
 
PERRIER 26574 "0 20097 6477 .76
 
STEM 29910 -267 18771 11139 .63
 
MICHEL 12556 0 10615 1941 .85
 

NATURAL RESOURCES MANAGEMENT COMPONENT 0 0 5091 -5091
 
NMSU SUBCONTRACT 0 0 5091 -5091
 
ILCA SUBCONTRACT
 

MARKET RESEARCH COMPONENT 29742 960 12776 16966 .43 
METZEL 21915 231 4871 17044 .22 
COOK 7827 629 7905 -78 1.01 

HUMAN RESOURCES COMPONENT 20000 0 2690 17310 .13
 
LOUTAN 20000 0 2690 17310 .13
 

-

TOTAL TRAVEL - LONG TERM OVERSEAS PERSONNEL 238791 5963 121272 117509 .51
 

E. TRAINING/ORIENTATION FOR LONG TERM PERSONNEL
 

PROJECT MANAGEMENT COMPONENT 0 0 0 0 
LOUIS 0 0' 0 01 S2~ID 
DUBEY 



VU THI 
NCATSU SUBCONTRACT 

5B75 0 5B75 0 1.00 

ANIMAL PRODUCTION COMPONENT 
PERRIER 
STEM 
MICHEL 

12201 
5875 
0 

6326 

0 
0 
0 
0 

12201 
5675 
0 

6326 

0 
0 
0 
0 

1.00 
1.00 

1.00 

NATU5AL RESOURCES MANAGEMENT COMPONENT 
NMSU SUBCONTRACT 
ILCA SUBCONTRACT 

5975 
5675 

0 
0 

5975 
5075 

0 
0. 

1.00 
1.00 

MARKET RESEARCH COMPONENT 
METZEL 
COOK 

0 
0 
0 

0 
0 
0 

0 
0 
0 

0 
0 
0 

HUMAN RESOURCES COMPONENT 
LOUTAN 

0 0 0 0 

TOTAL TRAINING/ORIENTATION 23951 0 23951 0 1,00 

F. SALARIES - SHORT TERM CONSULTANTS 

PROJECT MANAGEMENT COMPONENT 
DUBEY 

29410 
29410 

0 
0 

25157 
25157 

4253 
4253 

B6 
.86 

HERDERS' ORGANIZATION COMPONENT 
AHLERS 
CURRY 

5545 
1420 
4125 

0 
0 
0 

5245 
1420 
3925 

300 
0 

300 

.95 
1.00 
.93 

ANIMAL PRODUCTION COMPONENT 
PLUM ISLAND - MEBUS 

0 
0 

0 0 0 
0 

NATURAL RESOURCES MANAGEMENT COMPONENT 
NMSU - PIEPER 

0 
0 

0 
0 

0 
0 

0 
0 

MARKET RESEARCH COMPONENT 0 0 0 0 

HUMAN RESOURCES COMPONENT 
HYDE 
LOUTAN 

4366 
3453 
933 

0 

0 

933 

933 

3453 
3453 
0 

.21 

.00 
1.00 

TOTAL SHORT TERM CONSULTANT SALARIES 
---------------------------------------------------------------------------------

39341 0 31335 
------

8006 
-----------­

.80 

G. BENEFITS - SHORT TERM CONSULTANTS 

PROJECT MANAGEMENT COMPONENT 
DUBEY 

325 
325 

0 
0 

325 
325 

0 
0 

1.00 
1.00 

HERDERS' ORGANIZATION COMPONENT 
AHLERS 
CURRY 

0 

0 

0 
0 

0 
0 
0 

0 

0 

ANIMAL PRODUCTION COMPONENT 
PLUM ISLAND - MEBUS 

NATURAL RESOURCES MANAGEMENT COMPONENT 

0 
0 

0 

0 

0 

0 

0 

0 
0 

0 

NMSU - PIEPER 0 0 0 0 

MARKET RESEARCH COMPONENT 0 0 0 0 

HUMAN RESOURCES COMPONENT 
HYDE 
I MIITAU 

673 
673 

0 0 673 
673 

A 

.00 

.00 



------------------

TOTAL 	 SHORT TERN CONSULTANT BENEFITS 998 0 325 673 .$3 

H. 	 TRAVEL - SHORT TERN CONSULTANTS 

PROJECT MANAGEMENT COMPONENT 15590 0 1934 8656 .44 

DUBEY 	 15590 0 6934 8656 .44
 

803 .is
HERDERS' ORGANIZATION COMPONENT 2476 0 1673 

AHLERS
 

2476 0 167 603.68
CURRY 


1.00
ANIMAL PRODUCTION COMPONENT 	 2446 0 2446 0 

1.00
PLUM ISLAND -MEBUS 2446 0 2446 0 

NATURAL RESOURCES MANAGEMENT COMPONENT 0 0 1915 -1915 

NMSU - PIEPER 0 1915 -1915 

MARKET RESEARCH COMPONENT 0 0 0 0 

HUMAN RESOURCES COMPONENT 3872 0 1384 1488 .62 

HYDE 2230 :022 208 .91 
1iaO .22LOUTAN 	 1642 0 362 


--------	 w---------------------------------	 w---------------------------


TOTAL SHORT TERM CONSULTANT TRAVEL 24384 0 17374 91)32 .71 
------ w-----------------------------------w------------------------------ ------------­



------------------------------------------- --- -- - --------------------------------
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-------------------------------------------- -------- - - -------- -------- - ---- -- ---------

,.fARVQUARTERLY COST SUMMARY Y (BUDGET ALLOCATES ALL CURRENTLY COMMITTED FUNDS) 
QUARTER 15 , 1JANUARY 1985 - 31 MARCH 1985 

S------- -- - - - ---------- ------- - -- --- --- ----------

BIDGET 	 EXPENSES EXPENSES REMAINING I OF BUDGET
 
THIS OTR TO DATE FUNDS USED
 

I. SALARIES -.:AMPUS STAFF
 

RUTENBER 	 80577 9351 50717 29860 .63
 
STAFF - 6ARB-SEIFF 4415 4415
 
LYONS 37417 4642 21082 16335 .56
 
SHORTELL/NANG 13000 1275 7376 5624 .57
 
ADAMS 19690 2436 11270 8420 .57
 

STRYKER 57746 5064 39484 18262 .68
 
SOLLOD 57746 6663 32615 25131 .56
 
MADOFF 28522 20384 27425 1097 .96
 

TOTAL SALARIES - CAMPUS STAFF 	 294698 54230 194384 104729 .66
 
----	 -- - ---------...... ------- -------------------------------- ----

J. BENEFITS - CAMPUS STAFF 

RUTENBER 16624 1965 10311 6313 .62 
STAFF - GARB-SEIFF 927 927 
LYONS 7720 974 4105 3615 .53 
SHORTELL/NAN6 2682 267 "1288 1394 .48 
ADAMS 4062 511 2253 1809 .55 

STRYKER 11893 1063 8168 3725 .69 
SOLLOD 11893 1398 6659 5234 .56 
MADOFF 5874 4280 5652 222 .96 

------­ w-------------------- - - ------- ---------------------- ------ ----------- - -

TOTAL BENEFITS -CAMPUS STAFF 60748 11385 39363 22312 .65 

k. TRAVEL - CAMPUS STAFF
 

RUTENBER 	 9900 36 8926 974 .90
 
STAFF - GARB-SEIFF 170 170
 
LYONS 0 0 0 0
 
SHORTELL/WAN6 0 0 22 -22
 
ADAMS 0 0 0 0
 

STRYKER 9900 2895 12647 -2747 1.28
 
SOLLOD 9900 4040 9238 662 .93
 
MADOFF 9900 36 4108 5792 .41
 

TOTAL TRAVEL - CAMPUS STAFF 	 39600 7177 35111 4659 .89
 

1I.COMMODITIES AND EQUIPMENT
 
A. COMPUTERS 	 48000 565 50978 -2978 1.06
 
B. CAMPING EQUIPMENT 	 10000 0 1508 8492 .15
 
C. OFFICE EQUIPMENT 	 31000 0 933 30067 .03
 
D. TRUTHING EQUIPMENT 	 25000 0 0 25000 .00
 
E. LABORATORY EQUIPMENT 	 66250 55261 55501 10749 .84
 

TOTAL COMMODITIES AND EQUIPMENT 	 180250 55826 108920 71330 .60
 

III. PARTICIPANT TRAINING
 
A. UNASSIGNED (ALL COMPONENTS) 	 173000 0 0 173000 .00
 

TOTAL PARTICIPANT TRAINING 173000 0 0 173000 .00 

IV.OTHER DIRECT COSTS 
A. COMPUTER SERVICE 4. 1297 22703' .05 



C COMPUTER TIME 2000 0 357 1643 .19 
C. COMPUTER CONSUMBLE/SOFTWRE 
D. BOOKS/PERIODICALS 5000 1777 3584 1416 .-72 
E. OFFICE EQUIPlENT LEASES 7200 3617 0953. -1753., .1.24 
F. OFFICE SUPPLIES &SERVICES 38000 2115 23185 14015 .61 
6. VISA/EXPORT SERVICES 
H. POSTAGE/MAILING 2500 il 3476 -976 1.39 
1. TELEPHONE/TELEX SERVICE 25000 3084 13147 11853 .53 
J. MEETING/SEMINAR/NDRKSHOP 10000 363 363 9637 .04 
K. AIR FREIGHT SUPPLIES 50000 15379 36315 13685 .73 
L. RENT 48000 5364 30396 17604 .63 
H. AUDIT 20000 0 0 20000 .00 
N. TEMPORARY HELP 3591 1261 5527 -1936 1.54 
0. SUMMER INTERNS 45000 5000 10000 35000 .22 
P. LABORATORY CONSIHIABLES 820 '7 6219 -5398 7.58 
0. LOCAL TRAVEL 1797 442 3948 -2151 2.20 
R. UNALLOCATED BUDGET 1457772 9848 1447924 .01 

TOTAL OTHER DIRECT COSTS 1740680 40828 161619 1584066 .09 

SUBTOTAL 4865006 414009 1741762 3123244 .36 

INDIRECT COST RECOVERY (ICR) 1607794 160000 703581 904213 .44 

GRAND TOTAL 6472800 574009 2445343 4027457 .38 



kAPPOi1 TRI STRIEL DES EPENSES'Ek FCFA 
DE]AILLE DAPRES CONTRACTINEIE E
 
PERIODE: TRIMESTRE 1 1985 I(4 I JAN AU 31 MRS 1985)
 
ISUDGE1 9ASE SUR FONDS ATTRISUE- VOIR CONIRAT) .0)
 

------------

RUiRIQUE 

.....................-----

BUDGET 

------

- -------- -

KPENSES DEPENSES BUDGET I DU 
DU ACE ENCORE BUDGET 

TRINESTRE JOUR DISPONIBLE DEPENSE 
----------------------------------------­

---

DEPENSES 
1985 

1.AS;1STANCE TECHNIQUE El 
PERSONNEL LOCAL 
A. INDEMNITES DU PERSONNEL EXPATRIE 

i.LMER 
VOLET 6ESIIOh PROJEI 

LOJIS 
DUBE, 
LEF DEQUIPE(OUVERI) 

675000 3127EO 
165.(l,0 
90000 

750 

VOLEI ORGANISAIION DES GNF 
SHAD 
YU IHI 
HDW1E 

300000 1076800 
1011655 
325000 

Z00O00 

VOLET PRODUCTION ANIMALE 
PERRIER 
STEM 
MICHEL 
NONIIEUR PRO, N/SANIE(OUVERT) 

600000 
300000 
472800 

1352500 
2953460 
2050000 
472900 

600000 
30(000 
4728(i 

VOLET GESTIDh RESSOURCES 
NA1URELLES 

FASE 
W'ILIE 

600000 2M8555 
I320u00 

VOLET COMMERCIALISATION 
NETIEL 
COOk 
CORD 

540000 

140000 

1710030 
990000 
560000 

540000 

140000 

VOLET RESSOURCES HUMAINES 

LOUTAN 
TOiAL LOYER 43700000 

390000 
4017800 

1430000 
24365874 1933412b 56 

390000 
4017900 

2.EAU, 6A2 ELECTRICITE 
VOLET GESTION PROJEl 

LOUIS 
DUBEY 
C1EF D'EQUIPE(OUVERT) 

330505 

144416 

2070793 
729334 
144416 

330505 

144416 

VOLET ORGANISATION DES GAP 
SHAW 
VU 7HI 
HOWIE 

103326 
94432 

66034 
847919 
176171 

10326 
84432 

VOLET PRODUCTION ANIMALE 

PERRIER 
STEM 
MICHEL 
KONITEUR PROD'N/SANIE(OUVERI) 

90583 
251976 

45246 

524606 
176434 
917142 
45246 

90563 
251978 

45246 

cZ 



VOLET 6ESTION RESSOURCES 
NATURELLES 

PASE 
NYLIE 

10729i 
96060 

1155633 
479715 

107298 
96060 

vOLET COMMiRCIAL.ISATION 
RE7ZEL 

cool. 
COFE 

B3393 

240093 

416231 

584976 
2516 

B3393 

40093 

VOLEI RESSOORCES HURAINES 
LOUTAN 

1OAL E.E,, 25068000 
70136 

1b47466 
434746 

11234556 136"3444 45 
70136 

1647466 

. 6ARDIENAGE 
VGLEI GESJION F;GJET 

LOUIS 

DUbEi 
CHE D'EMiPEELiVERT) 

109151 

70M8B 

463745 

193548 
97421 

109191 

70090 

'i.EjOF.64]S 
SH;W550 
Vil THI 
HOWIE 

i1Ok LES GM? 

775 
310357 
291155 

66353 

96550 
77B95 

VLEJ PRODUMiION ANIMALE 
FERRIER 
STEM 
MICHEL 
MONiIEUA FRO;,N,'SANTEOUVERTh 

7100 
9000 

59200 

328552 
379265 

295064 
B6541 

71000 
90000 

59200 

VOLET 6ESTION RESSOLIRCES 
NATRUELLES 

FABE 
NI'LIE 

30000 
60006 

332936 
261230 

30000 
60000 

VOLET COMMERCIALISATION 
NETIEL 

COO. 

CORD 

86550 229210 

142660 
86550 

VOLE7 RESSDURCES HUMAINES 
LOUTAN 

TOTAL GARDIENAGE 
TOTAL INDEMNITES PERSONNEL EIPATRIE 

9410000 
78178000 

86150 

836616 
6501882 

24951B 

3729582 
39330012 

5660419 
39647966 

40 
50 

86150 

836616 
6501962 

B.COUTS GENERAUX DE LO6EMENT 
DE L'ASSISIANCE TECHNIQUE
ACHAT DE NEUBLES 
ACHAT ARTICLES ELECTROMENAGERES 
ENTRETIEN/REPARATIONS 

TOTAL COUTS GENERAUX DE LOEMENT 63250000 

993000 
946000 

1307719 
3046719 

q513680 
25281223 

9417380 
44212293 19037717 70 

893000 
948000 

1307719 
3048719 

C.CASE DE PASSAGE 
LYER 
E.S.E. 

GARDIENAGE 
DIVERS 

TOTAL FONCTIDKIKEN1 CASE DE PASSAGE 10157000 

6%;000 
114296 

92010 
114495 
920901 

3000000 
1307196 

265010 
632914 

5225120 4931980 51 

600000 
114296 

92010 
114495 
920801 

D.FDRMATION PERSONNEL EIPATRIE 



E.SLAIRES PERSONNEL LOCAL A 
LON6 TERIE 
BOUREIMA 
SEYN 
FATI 
6ARNiENiNIAMEY 

637320 
862b8 

162360 
65800 

27bS691 
342783 
614190 
45576 

637.20 
8626 
I823o0 
85600 

4LFA ZAI 
TCH1SSD 

7AHIADU 
SOULEIMAN 

TOTAL SALAI ES PERSONNEL LOCAL/LWN6 

TERME 
1271400,0 

2357 ;5 
59040 
57575 

1364156 

235795 

59040 
177575 
4656641 6(,57 5 3 

N15795 

59C40 
5 575 

1364156 

F.4YANTA6ES S&11AWI FERS(INNEL LOCAL 
A LO IERME 
ioUF'Emh 7650'0' 157i 
Kyhi
F;li 
6AAIiEN NIAEi 

ALFAI; 
TIHIS b 

149(, 
28050 
1275(0 

29806 
56100 
22810, 

1453 
2K5(. 
175, 

i'IJEIAN 
7OI1L A,hAKES SOG:'1A 

LONE TEFME 
FEFSONNEL LOCAL/ 

17000 
X,,v92v.049,0 

17000 
4442i2 1615708 22 145N." 

6.SALAIkES PERSONNEL LOCAL A 
COUFT TERME 

'EM,C. 
FRIESEN 

FASE. S. 

:7716& 
85029 

b435{ 
85029 

210520 

4771e 
8502c 

BATCHD28M606 
2FAAZI57(iv 257i,80 2570&i2 

IAHIROU 
FONIE; (IRADUJlION, 
TiADJETION IAUTREi 
MICHEL, h. (TRADUCTION) 

36' 
10(00. 
1'.00 

33('56( 
10000c 
496500 

108000 

1O0(,' 
23500 

TCHISSO 
SECRETAIRE TEMF 
GAREIENAGE 
MAIN D'OEUVRE 

54120 
396279 
262534 

233896 
389970 

54120 

SALAMOUN 
MUST AFA 
CUISiNIER 7EMFS (CASE DE PASS) 
CHAUFFEURS 7500 

9300 
300000 
554963 

7500 7500 
AUDIT 
AUTR. 

TOTAL SALAIRES PERSONNEL LOCAL A 
COURT TERME 6926000 943775 

3810 

4263375 2562625 62 943775 

H.TRANSFOR1/VOYoSES 
1. IPLACEMENTS 

BOUREIMA 
76480 

RHISSA/MAINA 
160000 

SEVNI 
CHAUFFEURS 
ALFAZAZI 
TAHIROU 

TOTAL DEPLACMENTS 5000000 

3000 
5000 
3000 

H100 

7500 
111910 
5000 
3000 

363890 463610 7 

3000 
5000 
3000 

11000 


