
PROJECT ASSISTANCE COMPLETION REPORT

TARA II

INTEGRATED RURAL DEVELOPMENT PROJECT

NIGER - 683-0245

This report has been prepared in accordance with the

pro~osed in the AID Handbook 3. Comments are ba2sd on

project docu:nents and several reports O~ TARA found

and en several di8cus~icns held with the

D1. :rt~~ c 1- () r' Olu Ka'rib.

N'Dia.ye),

l'Iiouha) • with the Adjoint du SOils-PreYer:

d·Arrondisaement d'Agriculture a Gaya. the ~an~zer of the

Coo~eX'ative in Gaya., as well as on site visits to Tara.

findings may at times indicate information gaps a~ the peopl~ who

we~e involved in the project's initiation, and

~ontrol are no longer present. and detsiled financial reports are

c~lV maintained in Washington. The f~nal conclusions.

that' desp:Lte t·'S.'s"t ef~o!'t3 bV 311 COl"lCernerj. i"t is

t i,a t the expectations were far from the actual results

project.

f

WHERE IS TME PROJECT AT THE PRESENT POINT?

By the end of the Project on August 31.

reported as follows:

19"36.

-- The pump1ng stai~.i.or~ ~sd been moved clo3e~ to the river

I



assure that the irrigation sys~em for tre p~~imeter could be used

:...'hen the water level of the river WdS very low, The defective

metor pumps were repaired.

- The levelling of the land allowed the cult~vation of a maximum

of 85 ha plus 11.9 additional he of irrigabla land,

be double cropped (totally appr, 200 he).

- The cropped surface was reported:

which should

1985 27,U9 he rice in dry 'eason

56,2 ha rice in r-ainy season

30 ha mais, sorgho in rainy seBson

1986 1/.J.,27 he rice 1n dry seas()n

UO ha r:!.ce in rainy season

23 ha mais, sorgho in I~ail-~Y season

1987 ll.Q crops in dry season.

During the visit to the site, in Ma.:-ch 1987, it was found that

ONAHA had removed two new pumps from the TARA per.l.m.etet' bec8.L:se

the Rice Cooperative there owed money to ONAHA fer fuel, :~i;c •

"
There were 4 old Lister pumps left on the site. 'Which apparently

out of order. It should be noted that ~hese pumps are not

mentioned in the documents provided at the end or the project.

the poultr~ cooperatives in Tara and Tanda involved a

Accordin~

June 1986.

to the Completion Report presented by AFRICARE dated

total of 120 women; 16 chicken coops with a total capacity of

1700 ~hickens were built. The two houses for the reproduction of

chicks on the site never served their initial purpose and were

converted to prov i de fc r s im~lle 8fl;fl; p-('oduct ion .

.,



In 198U-85, 120 women with 1200 chicken produced 129.770 eggs,

sold at 5.11lJ..095 FCFA.

In 1985-86. 112 women with 1059 c~~cke~ ~~odllced 78.735 eggs.

sold at 2.882.771 FCFA.

In 1986-87, no chicken were in the houses.

With regard to "the f'ishery coo;-erative., the follol.. in:;:

achievements were repo~ted:

- a total of 80 fisherman were trained duri~g phases I and II.

- a storehouse with an offlce and a classroom was constructed for

the Fishery Cooperative. includin~ a cold storage units. a drying

and smoking installation. and an ice-m~chi~e.

- 50 fishermen were org9nized in cooperatives

(Tondika and Momboye Tounga).

The Production within the Cooperative was:

at 2 vi .i. :Lages

1983-811.

1.9811.-85

1985-86

8.85 tons

7.25 tons

7.45 tons

2,179.955 FCFA

1.503.8!.1.8 FCFA

:1..583.997 FCFA

... ~omQared to the projected output of:

1983-811.

19811.-85

1985-86

29.7 tons

47.5 tons

1.1.7.5 tons

10,840.000 FCFA

17,345.000 FCFA

17.345.000 FCFA

At the end of the Project. a Land-Rover was left for the Fishing

cooperative for the follow-up and marketing of fish production.

However. as of April 1987. there had been no official follow-up

by an agent des eaux et for~ts. The Land-Rever is presently

parked at the Sous-PrefecTure de Gaya, but no revolving fund has

been set up b¥ the Fishery Coope~atives to ~ove!' operating costs



for the vehicle which is necessary for markqting their fish.

The Rural Art isa~,s cooperati'/e was compcsed b.....· 12 members trained

at the C-DARMA o~ Doaso and instaLlarl i~ 3 vIllages (Tara. Tanda.

Gays.) .

According to the Project Co-;np12t ior. Pepor"\: this activity

encountered serious problems as the r~r81 artisans had little

access to credit. trained for the

production of a~propriate technolo~y pumps. whlch aPe used for

",·;ells in vegetable gardening. The C:-JmpJ.etion Heport recommended

that this component be eliminated from any future support.

Sm1MARY OF THE CONTRIBUTIOi'IS BY DONOHS AND PARTICIPANTS:

Acco2:'ding to the Project Document 6i~ne~ on August 2], 1983.

between AFRICAR~ and GON/ Minist~re du D~veloppement Pllrsl, the

contributions by donors and partic1pSI1C3 wer~ aet up as per Annex

1. The rollowing illustrates the breakdown of the Phase II

project, which totalled $ 1,635.037.

USAID contribution equalled

Africare was to provide

Villagers of Tara contribu~ion of
was in kind contribution. as was

the GON contribution of

$ 750.000

$ 126.12l.i.

$ 573.937.

The Quarterly Report dated October 7. 1985, indicated that the

contribution of the GON for the 3-year-period had been modified,

reduc!n~ the amount to $ 350.978 (Annex 2).

Annex 3 shows the expenditures on the USAID contribution as of

June 30, 1985. The proje~t expendi tures -+:h!"'ough December 31. 1986



of a total of' 699, Hall.. 6i1. as presented by AFEIC:ARE in Nlame}', a.re

shown in Annex 10. As they stated. there is still an amount of

approximately

from ,J anuary :1.

$ 36.000 to be added for anticipated

through May 15. 1986.

expenditures

At the end of the Project. the project proposed the distribution

of infrastructures and equipment listed in Annex ll. and ila In

addition. a letter from Africare dated September 5. 1986,

transferred a repaired Mercedea Truck to the Sous-Prefet of Gaya

(Annex 5).

No official inventory was found in the project files. The

Administrative Assistance of Africare set up the following

1n April 1987. in ~reparation for this report:

Procurements/Equipments:

list

2 Mobylettes yamaha
1 Peugeot 504
1 Peugeot 404 PiCK-Up
1 Land-Rover
Typewriter, calculator
motopompe Yama.ha
Rice dehuBker

CFA 180.000
6,000.000
1.700.000
L 200. 000

200.000
150.000

2.858.000

CFA 12,288.000 appro $ 40.000

Supplies:

')ffice suppl ies
Pipe. water tower
N'Djaie supplies
Equipment repairs

Cons"truction:

2.CiOO

2.000
2,000

9.21.l0

$ 15.2lJ.O appro

The total of the construction~ amounted to 7.393.000 FCFA
$ 21.000) as per ~nnex 6.

(appr.



Technical Assistance:

2 T.A. expatriates: Agronomist 30 months
Community Dev. Specialist 29 months $ 200.000

1 consultant 1986 (Tabor)

Report 1986 (Sandas)

$

$

1.150

8.200

Local Hire personnel (Project Director, agents, etc.)$

Temporary labor (aides-encadreurs) 1985-86

35.000

1.000

$ 24.5.350

Tr'aining;:

was concentrated
Training - with a

on 2 components
total o~ $ 76.234

and Ccoperative

Literacy: Jan. _. Nov. 1981l

Jan. -·June 1985
June 1985
June 1985 evaluat.

- $
$

$
$

6,203
3,356

60
140

$ 9,759

Cooperative Training: March-April 1984
Aug,84-Aug. 1985
Sept.85-Aug. 86

$ 2,.225
$ 850
* 63,!lOO *

* There was no precise program nor.budget details ~or the period
Sept.85 to Aug. 1986 Cooperative Training in the USAID/ADO
~iles.

The ~ollowing is a summary o~ the above funding. per budget line:

Equipment
Supplies
Technical Assist.
Construction
Training

$

40.350
1.5.000

245,350
21,000
76,2311

397.934

As the detailed accounts and budget files are held by AFRICARE in

Washington,
~

~urther accounting o~ expenditures can only be

obtained at their central o~~ice. The USAID Controller's o~fice

in Niamey maintains a file o~ budget summaries to Which

administrative approval is provided and for which paymen~ is made

in AID/W against a direct letter of credit.



REVIEW OF THE PROJECT AC~OMPLISHMENTS - PLANNED OUTPDTS VERSUS

ACTUAL OUTPUTS:

The plsnned outputs established in the Gr8nt Agreement (Ap~. III

were very ambitious and could be considered ~nrealis~1c:

c. PToe;ra..I:l. B~.neficia.ries and 0utputs

Direct program b~~~ficiaries ~~ll consist of those families pa1tl~~pating

di.rectly in the project, pr.Lrnarily the pecple of Tara. and certai.c 4lembers
of neighboring villages. 7hrough tec~_~ical assistance end traL~~,

irrigated rice production is expected to increase by apprc:<.i.~.3.t~ly seyenty
perce.'1t Over the Iiie of the project. rw-o h~'1dred fifty-to,-.,) families
(about 2.,800 people) '"ill increase the.Lr incvl:l.es tC>..ruu~h th~ .sale of
ri-.:e t.i1ey ;.,rill produce on the Tara. irrigation schone. D.g:b:ty fi.sheree.n
and thei: families ..ill benefit from the a.d.option of 'J~dem :fis.b.h"lg pra.c
tices and i.ncreased marketing efficiency" Cr..e h'.l!lded twenty W'OIDe..'1 and their
famili~s wul receive income from raisulg pO'.lltr"r for meat and ~;;gs. T\iel
~'e artisans will receive income frol!1 the proclu.;;tico. of a.."'1i.m.al tra~tivn

equipment and c>JLnd tools.

Indirect be.neficia.ri.es of the program include viUagers in the surrcund.:i.ng
area who will benefit from the increased availability of food d..:."'1d services
geuerated by ~.he project. Local peanut md. ~illet farmers .ill be abl~

to lTlarket their goods in larger m.a.rkets a.s a resu.lt of the TaI"a-Gaya road
and transport services provided by farmers ¥lith ox-carts. They ..ill a.lso
benefit through increase yields and reduction of labor requirements in
dryland far:ning by taking act-..a.ntage of contract plow'ing services offered
bY' ex-plo .... o~neI"s. Area fazilies wi.ll iaprove th~ qualit}¥ of their poul
try fh-'CKS by purchasing fertili::ed eggs of superior breeds from the poul
try covpeI"atiye at Tara. Rice, eggs, ~hicken and fish pros~ced under the
proj~ct ",ill be made avaiL1ble on the markets in and arotmd Tara, Caya
and Dosso~ thus cQn~ributing to the o.e~all economic deYelo~ent of the
region by provi·iing ~arkets for associated goods and services and by crea.
ting demand for 0 ther con~-umeI" goods. Fir..a.lly, the increased ava.il.a.bili t:y
of foodstuffs on the ~4rk~t as a result of the project will improve the
nutritional status of the region's populAtion.

The Completion Report presented by Africsre shows the following

ta.blc3 of planned and actual outP'J"ts the different

'The ·t!t~..;lG2 i!1di.:::e.te thst. Fl.ll J ~lctivities (R:Lce

7



cooper'a.;; 1 ve, Poultry cooperative and the Fishery cooperative)

produced decreasing outputs during eact~ year of project

implemontation. All activities have apparently come to a complete

stop with the end of the pr~ject.

The findings in the Project Completion Report and the Evaluation

Report prepared by RONCO provide some indication to the reasons

for these decreases:

The people in Tara were not motivated because thel>-'

- The members of the cooperatives were n6t trained or involved in

all operations a production cooperative must manage (inputs,

marketing, transport, etc.)

truly suffered from serious drought problems or famine;

- The villagers did not associate their personal interests

the cooperatives' ~oals, objectives, or activities

the

t... i th

project

1976,

thethe diffe~ent cooperatives set up by

beginning of activities under Tara I In

of

the

members

were not required to pay ror inputs and services;

- Since

- The t:echnical assistance (agronomist, communi t,Y development

specialist) did not coordinate their activities in a way which

supported each other's activities.



Rice Cooperative:

Expectations and aChievements of the Rice component

----------- -----------------

1984 1985 1986*

---- ---~._----------------_._--

a.5 1l..65 a,8

200 83.7 200

900 356 960

p P R

yield in (T) U,2 a,o u,l! 3.5

production (T) 336 344,6 880 279

Area exploited
in (he.) ** 80 86,1. 200 80

* mid season, information not yet available

p R P R

p anticipated R = actual

** Note that during Phase II maize and sorghum were cultivated on 14 ha

1.983. 23 ha in 1984 and 30 ha in 1985. The trials did not Dr-oduce Sl;C

results in the first two years, explainin~ the reticence of farmers.



Poultry Cooperative:

Compar.ison of value adc1ed for- F~"'11 rl,";" t (00) CFA

----- ------------_._---

132-83 83-8il 85-86
._-------------_.. ._----------_.__._._- _._.._._.._--_.-..----------_._-----_._---

p P R p F p R

--,--------

Income
(000) CFA 2.630 1.82:;. 8.732 2. 67 t:J .:.....:. I :. "/2 5. 555 1l. 172 2. 287

.E.xpe~1s ~s

(000) CFA 2 ~ 594 O,721l 5.959 1,'71~
q _ ... r·

4., 590 8.756 O. 860'J. It- - }~)

Net Benefit
(OOO)CFA 5·035 1. 101 2,773 0, 966 c:... • 725 0,963 2. U16 1.!J.:l9

._---_._--------------_......__._------------------

P: ,4.:1ticl.pated

Fishery Cooperative

R: Actual

Plsnned and Actual Outputs o~ the Fi3he~y Component

---,---- ._-----------_._---

--------------_._._---

Fish
catch (T)

133-84

p

29.70

R

8.85

34-85

?

47.52

R

7.25

35-86

p R

7.114.6

Value
(OOO)CFA

p

:I. 0 • B4 0 2. :. 8 0

Anticipa.ted R

17.3C5 1.504

actua.l

17,3lJ.5 1 •.59'5

'1)



TO WHAT EXTENT WAS THE PROJECT RESOLVING THE ORIGINAL PROBLEM?

The objective of the program w~s to increase the productive

capabilities and e=onomic opportunities of vlllagers,

fe~tul'es:

based on 3

- Execution of the project b¥ NigAriens through Cooperatives, to

reinforce their functioning;

- A philosophy of integrated rural development. to increase the

agricultural production and to improve res2srch,

health and education.

t t>ans po,r ta.t .ion,

- Village participation in food p:;,~odLlC!: ion. or.'ganization,

managemen t.

It was apparent after several visits t~ the project site that if

the productive capacity and economic opt;or-tuntties tha

villagers have been increased during the Project, the vil:.sgers

have not taken th:i.s situation. Civil

servants working at the Sous-prefecture de Ga¥B considered that

the area of TARA was a privileged area, with a be;;'te:t' clirilate and

conditions than most other parts of Niger, and this

assured them o~ reaching ~ood sel~-sufflciency without suffering

from the il~t'ense drought experienced in the rest of the coun't;r,y.

This might explain to a certain extent why the villagers of Tara:

did not take the initiative to purS1.le income gene~a.ting

activities as originallY foreseen by the ~roject.

I'

I r



RECOMMENDATIONS FOR FINAL ADJUSTMENTS IN PROJECT DESIGN:

In a letter dated February 19. 1936. Africare pleaded for an

extension of the Project for another 6-12 months and proposed ttle

actions in Annex 9.

A phase-out plan was presented by Africare on March 28. 1986 (see

Annex 10). During a meeting held with Africare. the GON Project

Director. and ADO/Kevin MullallY on May lU, 1986, it was decided

that the major rehabilitation of the perimeter as suggested

ONARA would not be financed by USAID. However, immedia.te needs

such as the p~mDing station were to b~ repaired. a small

storehouse built. and a fLnal 12 ha 01' land .levelled in

preparation for the next ~lanting season.

The Completion Report proposed the recommenctation~ shown in Annex

8, for a total cost of 55.121.000 FCFA.

POST PROJECT AID ~ONITORING RESPONSIBILITlffS:

" Africare received a grant for $ 750.000 for the Phase II

activities of Project Tar'a, Which by definition and AID

regulations severel~ curtails AID's monitoring responsibilities

during the life of the project.

the projet.

and followin~ the completion of

Addi tionall~·. the grant allowed for all equipment and materials

to become the propert~ of Africare following the end of the

project.

In a discussion with Africare's Regional Representative from

Washington, Mrs. Norman. it was ment10ned that Africare would



continue to include Tara 1n their training program. Still, at the

project site, officials reported that since the end of the

project in August 1986. they had not seen any representative from

Africa-re, except :ear 0tle short stop-over ~uring Mrs.

travel through Niger in March 1986.

In fact, the project site is completely abandoned by

villa~ers. During three consecutive visits in the months of March

and April, 1987 to the site. not a single member of the Tara

population was present.

rural artisans) orcooperatives

local

(rice. poultr¥, fishery.

Some doors and windows of

the

the

buildings, spare parts of the generators and electric appliances

on the former project site had been removad. Several doors and

windows 'Nere open and blown b¥ the wind, and there was no

guardian watChing over the properties. Parts of roofin~ have also

been removed from the project buildings (now belonaing to the

cooj,Jera.tives) The documents indicating the transfer of these

properties to the local institutions and cooperatives are shown

in Annex U and 5. How the practical transfer was carried out, by

"
whom and to whom could not be ident1~ied. But it is clear that if

there is no one responsible ~or this infrastructure. the upcomirl~

rainy season will destroy what has not yet been stolen from the

project site.



SUMMARY OF LESSONS LEARNED:

There are several lessons to be learned from the experience of

this project. The Mid-Term-Evaluation of Tara II, done by RONCO

Consulting in June 1985, the Conclusion Report on the attitudes

of the rice-farmers in Tara, done by H. Djibo in March 1985.

activity reports done by the technical assistants of the project,

and the Completion Repo~t of Africare all mentioned certain ~acts

which hindered the su~ceS8 of the project.

- From the very beginning, the villagers were not truly motivated

to undertake the various activities proposed bV trle

Apperen t l~/. due to attitudes and l",a.bits established at the

beginning of project's activities. the population expected g~fts.

instead of to help themselves or associating Their'

interests with project activities. They repeatedly set conditions

prior to their participation in any operation proposed the

proj e,.::t.

- For the success or an integrated rural development project it

seems of primary imporT-ance to make the villagers aware of'

.t3.dvant-ages ..t..he:i: get f'rom the proposed a.ctivities. I f' the,).' 8.re

interesr.ed in doing the proposed activities. should, from

the
,

ver:>r beginning, be involved in all stages of preparation.

execution

proj ect.

and finance. This apparently was not done in

- Apparently. the village of Tara is split up in dtfferent

opposing factions. Certain persons worked a~ainst the project.

beC81.!se they were omitted from the projectts decision-making

Th"" two technical assistants could not resolve the



division within the village. Furthermol"'e, the Chairmen ot? the

various cooperatives set up by the Project were elected (or

designated?) in a manner that was unclear. Apparently, they did

not represent the majoritv of the cacpe~at1v~ members but rather

the Chief's t?amily.

- The 2 technical assistants (agronomist - commlln:l.ty dev"?lopment

specialist) did not function as a team nor coordinate their work.

They did not establish contacts with similar projects in the Gaya

area (Fruit Cooperative) to exchange views and eventually share

certain activities (marketing, transportation, cold storage,

etc. ) They did no~ establish links or institutionalize S;:lstems

to ensure the coopera -:::i \;es cou Id conduc t business followi ng; the

completion of the project.

- The cooperative training was insufficient, Furthermore, the

cooperative members did not sign a contract or pay any memb~rship

fee since the beginning. They wer~ not actively involved 1n most

of the activities a cooperative must normallv undertahe to

funct.i.on (as is done with, for example by the Fruit Coope~ative

'. in Gays). It was rather the Community Development Specialist who

handled all problems in connection with marketin~ and suppl~. It

was only in 1986 that the members had to bring a financial

contribution of 7.500 FCFA as annual due in order to pay fuel for

the motor pumps, fertilizer, etc. and to set up a revolving fund.

Only 50 rice--coopera-t ive paid

this contribution.

With regard to the r~volving fund for the cooperative, an account

ha reportedLy been established for tG€ Rice cooperati'Je to

main-tain the motol' pum~s . There was a sum of approximateiy



700.000 FCFA in the account, for which tne President of the

Cooperative had the only signatul'e. F'urther investigation,

however. could not determine the present status of the account.

- In all income-~ene~ating act~vities, remF.1illS

problem of utmost importance: the example in Tara shows that if

the grain stoc\<::s from previous ca.mpaign", IH'e not sold. fat'mers

don't see any reason to continue to farm ~uring the dry season.

The price they can get on the market must assure them a minimum

profit for rice. mIJ.let. sorghum, poultry, fiSh. (not including

transport and other expenditures related to ~h~ir production). A

project I-Ihich is situated so close to ne ighbol'ing coun tr.ies

offering more competitive goode and prices than the Nig:?:r.- is

!"lighly influenced by domestic, regional and j.mport

agricultural products.

- When a development project is carried out by an organi':::<:lti()n

with AID funds, it should be set up a~cording to USAID etand3rds.

It is difficult to mea~ure a project at the end of its life

according to AID rules. if' A!!) policies. rules and rezulations

'. are not complied with during life of project

philosotlh¥ how to help. tracking expenditures, implementation

reports. inventory. recruitment and follo\o'7-up of technical

assistance) . Any future grant should stt'ess tha.t village

involvement is essential. not only in form of labor but also in

finance. Villagers have to be :incillded in all activities from the

very beginning. Finally, technical assistance should be used for

trainin~ and counsel, and not to sUbstiLute for the villa.gers'

involvement.

1 L..
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l:WREAU REGIONAL

B. 1'. l.OB4

SIEGt! ADMIN IS fRAflF

REPU13LlQ.UE DU ~lGER

T~I. ;,z·J1·95

W,\SHJNGTON, D. C. 10009

USA T£L. 202·"26 3614

Tt\R.A E:~U(;ATED AGRICULTURE PEO,JECr

~JL~CES Of R[VENUE

PHASE II

SOURCE

C-overrunent of Niger

10/1/81 - a/31 /83
<Inter'Un period)

9/1/d3 - 8/31/86 TOfAL COST

'M, Villagers (TARA)

a.

'* b ..

c.

Africare

u. S. A. I. D.

direct salaries

indirect expenses

land valle donated to
cooperatives (est.)

$ 26,6l~7 S 39,970 "" 66,617;;.

29,392 44,088 73,480

166,920 266,920 433,840

$ 222,9S9 ... 350,978 $ 573,937.;>

44,716 140,260 184,976.

126,124 *** 126,121~

750,000 750,000

., . Total Cost Prase II $ 393,799 $1, 21tl,2 ~ $1,635,037

~': Indirect e;.q;enses inc lucie proportional salaries, trar.5?Jrtation and per dieJ'Tl
for all tre depart:'!',ental and local officials wren intervening on retalf
of Tara.

Self- generated fw.ds c1r.d lean repayments.

Africare fl.dS contimed to fund ;activities under Dhase II and \I/ill corLtim..e to
seek funds for necessities, not incltKied in tte ~resent bu::l~t (i.e., a.
permanent soll.....tion to punping station, pick-up trtCK for poultry, equipnent
such -:is freezers and a t,Bn<2rdtor for tre Esh CO-O?).

)
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RAPPORT SEMESTRIEL

PRO~~T TARA (633-0245)

I "-;,;'
!';->t "_\j...Y _'

(tv.s.)

ANI AN2 AN 3 T0H.L

Frais de personnel 13,323 I..3,J23 13.324 39.9,'0

Frais Indirects 14,696 14,696 16,696 44,088

Terra1ns 88,973 88,073 88,974 266,920

Sous-Total: 116,992 116,992 350,978



r
J

~/
;' " .

RAPPORT TRlMESTRIEL

PROJET TARA (683-Q2~S)

AN~E:<.E 1*

." , ) ,'i~'
I' t··... ·· • '" ":

7 Octobre 1985

($ c.s.)

::')0.000

i

I,
I

I
I
I·'t

l i
I
I
I

Person~cl

- Fonctionnement

Equipement et Materiel

Constructions

Formation

- Frais Generaux

DEPENSE 31/08/83 - 30/06/85

Personnel

Foncti.onnement

- Equipement et Materiel

- Construction

FomadoD

- Frais G~neraux

306,250

148,637

49,577

29,275

83,599

132,662

*750.000

14),6.93

78,354

52,536

12,376

23,160

91,010

$ 401,129
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Jtautre part. nOU8 vous raisons aavoir
Oy.9 lp.Pclice dlA~eurtttlce ;1UG4\N1l NO. 4.00';}.029H.
6tab~ie au nom de INR\N, .era ~xplr'e d'iei 18
23 Saptembre 1986. Vauillez comprendre que notre
'p~.rtj.eipation "U P:r.oj~t I?aro. etant t9!"ll!in~et

A:ricare ne pourra pa~ prendre en charge Ie re
!1ouv,";].l. f-1nent dec att 0 aam.l.rano e.

1liIo"!.."j. our 1 e Sou8-PrAfot,

, THHI ."'!.nanoam.~r..t8 ~u. !:ro!lt duo l'rojet. dfJ-. .~'
1!,f'T?loppement 11:..ti~gl·C de !ua. veJ1Ult de '!;srm1n.r-~:··
1 a 30 .;too. t 1986, noua e,yon:a- 1 f hOnnai.l.T de ,roue'
info.rlller :par 1a. pr€eent~ lattre, que Ie !:amion:
_.erc8d~';8 ::":m.,,'net:r'icu16 BO'US. 16 numero 3818 N'n,
v.t:li~H~ aatrafoia pour lea heeoine de ProJet,
~.ot;\,l.ellemen't au g...r~.ge S!..Alf a. NifUJ\ey pour 1 ..':
1'61' i~C: ti on c ampl ~ t e du. mo·t;.eur, !I erR. mi a d(;,~

fin~";i.)n d~'lg tr~vaux mecaniques .il vetI's di~po-
ni tio.n.
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F~OJ8CT lHPLEHENTATION ~PORr

A. Administrative Information

Country,:
Project title and Number:
Date of Report:
Field dackstop Officer:
AlD/W Backstop Officer:
Implementing Agency:
Contractors/Contract Amounts:
Last Evaluation:
Next Evaluation:

- Niger
- Tara II, 68J-Ul45
- ll/15/tlo
- K.J. Mullally
- N. Me.t<ay
- AFK1~, Ministry of Agriculture
- AZ'RICARE, OPv, $7)U,OUU
- 4/8.5
- N/A.

B. Financial Uata (Uols uUU)

Authorized LOP:
Date of Initial Obligation:
l'ACD:
Cumulative Obligation:
Cumulative Accrued Expenditures:
Cumulative Commitments:,

- 7!:JU
- l~ August 19dJ
- JU August 1986
- 7SU
- 673
- 7.5U.

c. Project Progress

Project Purpose and Outputs:

Purpose: To increase the productive capability and economic opportunities
of the villagers of the Tara co~unity.

Outputs:

Rehabilitate the Tara peri~eter to secure the possibility of tlouble
cropping 100 ha of irrigated land;
Rice cooperative 5'eli ~and~ement institutionalizedj
6u women trained ia poultry raisiag and or~aaized into a cooperati~e; .
Fishermen's cooperative egta~lished aod reinforced to include at least
60 persons;
2U kilometers of rural ~ar~et roads constructed;
rraining of II rural arti~an3 organized around a cooperativ~

accoUlplished;
A pro~ram of functional literacy and cooper~tive wanagement
established.

rrogress made in Achieving Proj~ct Outputs:

1. This project is actually ill its second phase, approved to consol1d:1t~

progress made under an illitial paase begun in 1975.
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2. '!he Tara perimeter was renabil1tated, although less than three months
prior to the PACD another proposal was submitted for major clearing, repair
and rehabilitation work prior to a transfer to the cooperative. A total of
14 hectares vere cropped during the 1985 dry season, of 96.6 hectares yhich
were originally made cultivable. .

3. The rice cooperative, according to the AFKlCAR£ Agronomist, Is not a
functioning entity. Training programs were instituted, but internal
pOlitIcal problems have inhibited the cooperative's development.

4. Over sixty women were trained in poultry raising and organized into a
cooperative. This cooperative has not been successful, however. Near the
end of the project the hens were sold witn the idea of replacing the older
chickens with chicks imported from France. The receipts from the sale
however will only be sufficient to purchase III the number of chickens
sold. Additionally, there is a 11ttle capacity for the surrounding markets
to absorb the egg production capacity of the cooperative, and feed costs
have escalated to a point where 1t is uneconoclcal to raise chickens for
egg production.

5. A Fisherweo's cooperative was established and has functioned satisfac
torily, although low locally set flsn prices have prOVided disincentives
for tne fishe~ent and competition with Nigerian and oeuinois fIshermen
using better equipment has severely affected the coop's ability to maintain
any share of toe market.

6. lu kilometers of rural market roads were constructed.

7. No additional rural artisan3 were trained under this phase of the
project and credit was unavailable to finance equipoeot purchases for those
trained in Phase I. the trained blacksmithfdid not receive the antici
pated credit following their training) so this component has had only
marginal success.

~. Finally) tie different training programs institutej by the project were·
only partially successful for a variety of reasons. Ihe major effort
during the project life was on literacy traiuing, to the detriment of
cooperative c~agement training.

9. Project activitieg have been phased out, and transfer to the appropriate
cooperative or government service has been coopleted.

~u. Fiual re?31r and maintenance overhaul has been completed on vehlcl~s,

pumps and oth~r e~uipQent prior co turning over to ap?ropriate institutions.

)7
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Problems Encountered in Achieving Project Outputs:

1. The project experienced extrao~d1narydifficulty in motivating the
local population; apparently inte~al political reasons posed majo~

organizationa~ constraints.

2. Inadequate 4esign for the irrigation system prohibited the utilization
of the entire perimeter. the lack of water in 1984 and the subsequent pump
station problems demoralized the rice farmers and the decreasing numbers of
cultivated hectares have increased individual costs.

3. Lack of markets and high food costs inhibited the development of th~

chicken cooperative.

4. the distance from Niamey appears to have had adverse effect on the
actual management of the project.

5. The inability to capitalize on the mid-term evaluation reco~endation3

also had an adverse impact on project success.

~lajor actions planned' ne~t 180 days and action agents:

1. Complete the close-out of project activities - AfRlCAK£, USAlD.
2. Confirm the status and assure that the project's revolving funds are

properly accounted for and turneJ over to the cooperative - USAID.
3. Assure an acceptable Project Completion Report is completed - AF~lC~.

J .

-.
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The project's t .. o ptlOses undoubtedly provided a village

community with the instrument needed

sufficiency.

to reach food self-

Through its various components and in spite of problems,

the Tara project has improved the quality of life of men and

women in the area. Such improvements included:

- Increases in quality,

foodstufis;

quantity and availability of
., ,

Improvement .in human health through potable vater

supplies and more varied foods;

- Improv~~cnt in quality of life measured through clothing

- A notable decrease in rural out migration; ~

and consumption goods like radios, bicycles,

housing, etc.

mopeds, better

))

~ Training in self management, leaJing to a better ability

oft h e pop u 1at ion t 0 han dIe its 0 It n 0 p l ion san d f IJ t U r e • \~: .;,

.....~

At the same time, one must note here the extent to which

the project fRiled to reach quantified oLjPct1ves pxpected, for

a number of re3sons:

costs;

Overl} optimistic aS~;lImptioliS 011 project benefits aud

• Major constraints. ~u(h as 1,"<.:Iter management and land

preparadon have not becll tackled with the necessary rigor and

vigor._.-
I

Jll
I
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,eri0lJS s h 0 1" t '. L: fl i n g :i in the ).mport:'lnt trtlinjrg

con,ponenl.

51 t ua tion. 1'::.--/,-

struck a harJ bl01o' to the vital credit component of the

• Errors in supervision, the imperfect workings of supply

I
I
I
I
.J,.

\

) .
.~ ...,.

,~ 1(. \0

i

end

theimproveto

socio-economic

nothing

inflexibleand

conditions. did

heavyThe

project. The arbitrary setting of jnput and product prices,

administrative environments contributed to suboptimal project

performance. For instance. the i~terruption of CNCA activities

disregarding market

and marketing networks, the resistance of farmers to change in

their life style, have also hampered the implementation of this

project.

While olle Illjst acknowledge that rurnl development is a

long-term process. it is also true that an~ type of assistance

must stop at some point to avoid falling into the ongoing

dependency tr8p, and the creation of a dependent mentality

Bmong beneficiaries. Consequently, the "weaning time" is very

important; a failure is always akin to seeing go up in smoke so

much invested money and efforts. One must therefore foresee.

over the medium-term, the end of project dssjslHnce to the Tara
-=:....,--

populationb.

' .... ) ."!

.. ,
("

,'," ........

It follows from our analysis of the project that to insure

a ffiinimlinJ survival (If key activities that the following

conditions must h~ met:

I
I

3D1
i
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C~\sure that t li :l :'> Cil1-imporl.:8Iit

11 e 3 v i J yin v est e d pro ,i c; C i c om Ii 0 11 e 11 t n r) t Ue :'111 0 \~ edt abe \.. ft 13 ted I

one must, either with the balance of funds or with additional

monies, undertake the following operati.ons:

- Replace at least t.w pumps'~;

Immediate overhaul (before the river level rises) of the

pumping station;

- Establish a revolving fund for inputs (to be replenished

at the end of each campaign);

Undertake a series of training sessions for cooperative

managemeDt~ better water control and rice cultivation methods;

- Undertake a review and clarification of eNeA debts.

'.

'..

7

For poultry production:

- Accelerate the establishment of a poultry feed plant;

Examine the viability of the chick production unit;

dig the planned ~el1 in Tara;

Help finish planting fruit and shade trees in Tanda

and Tara;

- Strengthen training for cooperative management.

For t II (, F ish e ~ yeo mpan e n t : In view of the many problems this

componelll encountered, the estahlishment of fish ponds is

r e C 0 pw, e n II <: d. 1 f t h .i s d j d not t urn 0 U t t 0 L e p 0 S sib Ie, 0 n e

sholllel hc'lp Sf>cure a revolving fund to help solve·liquidity

problprn~ for fish marketing. Falling this, the component would

have to be dropped from the I-'Tojccr.

7\
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t
the second phase, (!;uy be dropped from the project.

inv~stmel1t.

, <

these minimum.' levels of activities areIn summAry,

required to secure the continuation of this very worthwhile

J
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ACTIO~: ADO NIAMEY Ni9~r

, I1\TO: DIR
DUE DATE: 2-27-86 '-"-pD'-:'

CHRO;-;
CaNT

Visenl "amelioration de 12 Qualite de 18 \lie Sri Afrique rursle en
de\eloppant les reStiourcet ,t",yd"auliques, la production agrico!e

et les servlcea de sent6

M~. Lance JEPSON, ADO/USAID
Dor-oH.y P. GAiL~ISON, Rep. Afr icar-e/Niger Met,
Ta'ra Integrated Rural Development Project
AID-683-0245-G-SH-OOOl.

TO:
FROM:

RE:

'at. :AFR/USA~P/31PRESIDENT 0' HONIolEUFl OU
CONSEll O'A [)I,l,IoI'STAATlON

S E, ~ 0, Kennel... 0 Keunda
p,Mideni. Rep..bl;Qutl de Zarnbi.

SIEGE ADMINISTRATlF AUX USA

1&01 eotlnecllGu! A.......,.. H,W,
WNhir..lon. O.C. 2000i, EUA
T"'l'f\o,.. (202) ~-3e14
T_~. M23i

".
l

;/

~f;AUXREPf:lUENTATIFS

Au BouriWa Fue
I "608 Ouagadougou
'Tel. 33~9S

Au Mali
B Pl'lSi Baf:'\uo

'Tel. a2 3703

Au lhir.i.lld.
B p- 137 Kigali

. ~el. ~1·11

'JW Sof!n~'
It P 2212 DUu
T_1. 227f; &i

£nS<:lmalie
P 0 Boll: Mogadishu
Tel. 805~

Just a progress note on the stat~s at Tara. As
previously co~~~niccted to you, we were in the process
of financing a phase-out plan covering activitiEs
between January and August 31, 1986 when we received
verb~l co~~unicaticn from the P~oject Director that
tre Cooperative, the Director of Agriculture within
t~e ~·!inistry of Agriculture, the Dhector of ONAH~.

and the Sous-Prefet of Gaya all felt that the Project
shoc:ld be e;<tended !;;r anotben11L1.Q_}.~eliiln6nths.- . -_. ---~~ .. -- .. _-
I askEd that the request be put in writing along with
reasons and details of what cOuld be accomplished by
an exter.slo!"l, also suggestions for reprogranri,ing funds
already on hand. This letter was to be transmitted to
Africare, thro~gh official channels.

Au Tchad
B" 689 N'D;amena
TeL 3025

t:n Za:n...c,ie
F 0 50x 33921 Lun,ya
Tt-l. 111219

Au Zirnbabwtl
N· 3Co<;hho Bloc
HUeTe
Tel. 1050 IS

While still awaiti~g the letter, we had thE
oppo~tunity to C1S~~S£ the Project with the Director
General of ONAH~, made a two-day visit to Tara and a
visit with the REgional DirEctor of ONAHA to the
peri~eters of Na73rde Gc~n90u and Karegorou. These
visits inc::'udeo /i.fricarE's Agronoi"ist/Regional
Director (Robert Kilson) I Dorothy Ga~rison, Ken Byrd
a~d Joe Taoor.

After a week of intense reflexions regarding the
curr€nt and futur~ astat~s of Tara, the following
actionz will be taken:

..

. .. / ...



1.

2

27 February 1966 - The Africare Representative in Niger and
Technical Counselors will meet with the Director General of
ONAB~ to discuss installation of an irrig3ticn schedule at
Tara similar to o~es used at the above cited perimeters in
Niaruey. This would include the training or re-training of
the pumplst and irrigation person hired by the Tara
Cooperative. Marketing and credit will also be topics of
discussion.

'2. Africare will contract with Joe Tabor, after he finishes his
tour of duty with the Peace Corps at the end of this mont~

--~..~ to help write-up a phase-out plan. The details of the Scope
of ~o,k are being WOrKeO out 6y the Africare Representative
in Niamey.

3. Estimates are being gathered to determine the cost of having
the infrastructures in good condition when turned over to
the Cooperative. This includes generators, dehuller, pumps,
ice:-making machine, Coop buildings, road, etc. The
Cooperative re~eived a ne~ pump in January, compliments of
Ot~HA.

4. Transportation is being provided to deliver all of the rice
in the warehouse (127 tons) to RINI so that all outstandins
loans can bi! paid.

5. For marketing purposes, the Coop now realize the need for a
truck. Their Mercedes truck, which has been out of circulation
for al~ost four years has been reviewed by the Mercedes operation
in Nia~ey. The e:stimate to put the truck in good operating
condition is approx. 3 million F/CFA. The cost to purchase a
new truck will be approx. 22 million F/CFA. To sell as is,
would probably bring less than 8 million F/CFA.

A fincl report regarding the phase-out of the Tara project should
be forwa/:ded to YO\.1 by the end of March 1986. If soree of the correct ive
measures, mention~d above, are taken,we do not project any left over
funds. HOWEver, if business continues as usual (highly unlikely), we
estimate a balance of apFrox. $150.000 by the end of August 1986.

-:::;':::-:':'~"~'
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March 28, 1986
Niamey, Niger
AFR/USAID/34

TO Mr. Kevin Mullally

r r. QI,j: o0 rot h y P. Gar r 3 5 0 ;1 &J".~ .

RE lara Phase-Out Plan

Dear Kevin,

You have been very p8tje~t. waiting for the Tara II Phase-Out
Plan. We, too, are still waiting for a few missing pieces to insert
in the draft which is being typed. This memo is just to keep
you .inforrried on theslat.us:

1. Africare Headquarters had confidence in the field staff
to prep8re the Phase-out document without sending a
consultant. Mowev~r, we were given authority to engage a
locally B~aij~ble and qualified consultant to help as
needed. We wpre. elso instructed to give weekly reports,
\i.lE! telephone, on progress beinCj made and assured,that.
t~e moment we reached e bottle-neck, they would have
so~eone on the ne~t flight out. Additionally, we were
instructed to dis~us~ all the ramifications of the project
phase-out with th~ highest authority, since there was ~

speciel interest in Tara. Unfortunately, the President
has been out of the country the past several weeks, but.
we have had discussions and constructive feed-back at
the Ministerial and Cabinet levels.

II. From the governmental standpoint, there is general agrt'e
ment thut the Tara Cooperatives should be given a chaf'lt'':'
to "st~nd on their own feet" without total abandonment by
Africare. The big question then is how can this be
accomplished? It was pointed out by severel officia18
how time and money had been wasted on projects that weiP

ah8nrloned after funding for the projp~t5 had stopped
hecause a firm j n frasl ruel ure hrld not been camp Jet ely nlll
into p]<lce bt,fore 8bandonmant.

1;lkinfJ HIl of ttJisinto consideration <lrlel e\RluatinrJ the
(" ('1 i~ mil rn f" nt,Inc! r 3 r " b iii t. j t-' ~i 0 f the S r r \' i r p s wh j c h w j I J h ;1\' p t (:

p 1 C k - iJ r l h (' pie r (~!. n fl l' r U.) A 1D f lind i n CJ cpa s e ~. we w j 1 1 b e mrI k I : If!
U1P fnl1o";ing rccfllllrncnc!ations in thp c!oru£Tif'nt beIng typed:

f..... lnrltl8ct IH' ilw;.;rcl('d tn Or--~FH"\ for the fulJoh'lng nctivitJPs
p r [) j Po C ted t. 0 bee 0 r;; p 1e t p d h' J 1. h i n 9 U C l.i Ys a f l err e c e j v J n q
t h f: 9 r e e j) ] i CJ h t :

.,

•

•

, 'f

,,/'

1 • Inslnllation of an irrigation system at Tara similar
to that used at larelf' perir'1eters in th£' Niamey
De p n r t rrl en t. s u (' has l\;J In a r d (> r; (J u n 9 0 u . This inc 1 ud €' ~

training of the purnpisls and water guard .
Cost - $28,170



.' "
L.

'")
L -

r-~:_jterjal 2nd ]LJbCJT for cleaning ,~nd re.inforclng all
0f the canals, Joints, and repairing flood gates.
Cost - $6,470

3. Restoration of the irrigation system
Cost - $38,025

4 • Res tor a t ion 0 f t h eo d ra i n,a 9e s ys t e m
Cost - $17,603 ;,

Total $90,268

Those actions which are deemed necessary but not critical for
operation of the perimeter are being put on hold until we have
recei~ed the "few missing pjeces". They are:

c 1. Making access roads throughout the perimeter.
J Cost - $38,370
I

.... 2I ,,) .
"..I' /' \ I '
'~

3.

B.

-,

Lowering and leveling another 20 hecteres.
Cost - ,$5,694

Removing the hangar from the old pumping station to the
~ew pumping station to protect the pumps and enclosing a
magazine for storage of fuel and spare parts for the pumps.
Cost - $6,793.

Contract with USRC of Gaya, under the supervision of ONAHA,
for advanced cooperative training, which will also include
the mutual groups.
Cost - ~3,730

I

I. ..

.' Both of the above contracts should have a ~lause whereby,
progressive payments will only be made after acceptance, by ~fricare,

of satisfactory ~rogress and completion.

C. Administration

•

"\<' ",.... • I

oJ \ '
.. -I J". ,
"

a) Some personnel have already received severance pay.
As of August 1985, there were 26 persons assigned to
the project of which 20 were paid by the project and
6 on government payroll (it is stated CON payroll,
rather than "paid by GON" because 3 of the functionaires,
including thE" Project Director have not received their
salaries for several months).

At the pnd of february 1986, there were 14 per!ionnel,
1 1 0 f who m ~: l' r (' p eli d b y thE' pro j e (' t. B y the end () f
August 1986. lhprp will be 9 personnel paid by lhf'
proj~ct. lhe ~xpatriBte Community Development Sperlalist's
con t r i; c t f' n d '3 i n f\ p l' i 1 • Hew ill n 0 1 b pre pIa c ed, b LJ t
the e~patrlatp Agronomist will take on the added
respoTlslbllltles.

b) lhe Rice Cooperative will continue to pay the
salaries and indemnities of a Coop Manager/Bookkeeper,
2 pumpists and 2 laborers .
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2 . The up 9 r a din 9 a f e q U 1 Pr,l e It t, I: f.: h j c }e s, and b u i 1din 9s
have already begun. They shoul(J be assigned to the
appropriate sections in good condition and be supported
by the respective cooperative/mutualist group. For
example, the generator and ice-maker will be turned
over to the Fish section of the Tara Cooperati~e.

Calculations show that wi~h the sale of ice (a scarce
commodity in Gaya), they:dan earn enough money to pay
for operation and maintenance of the equipment.

3. During this phase-down period, there will be need for
increased travel and displace~ent. The cost estimated
from December 1985 through August 1986 was $9,795.

4. The amount perceived as needed by Project Administration
(includes 1 through 3 above) from December 1985 through
August 1986 is $41,854.

5. Management by Africare from December 1985 through
Augu~t 19~6 is estimated to be $91,375.
This includes salaries, support and relocation of
expatriate staff and families. It does not include
Africerets overhead.

As we have Qone through these phase-down exercises over the
past several month6~ we have really had a chance to reflect on
the accomplishments and short-comings. We can honestly conclude
that despite the frustrations, the set-backs, etc., the Project has

- been successful, which will be shown in the phase-out document •
• As one government official said "if we had another 20 villages like
• Tina, Niger would be well on its wayll. Another said, "the problem

is that they became rich too quickly".

While putting the document together and seeing the actual
progression, I was prompted to write the enclosed paper, entitled
"FOOD fOR THOUGHT".

To answer the question of how Africare can continue to assist
the Tara Cooperatives, we are recommending that through Africare's
Matching Grant Agreement with USAID, the Regional office initiate
a cOMpr~hensive market study for each production section of Tar~.

This should be followed by training workshops on determining neErl,
obtaining, and managing credit. The time period for completion of
this action would expand one full year. covpring t.wo rice prodlwl ion
campaigns, a complete fishing year and a year of egg production.
Thus, the Cooperative members will have the services of credit/
marketing experts and strengthen the areas where they are the
weakest. .

II

•



f • , .. , 1 •

TARA IRRIGATED AGRICULTURE DEVELOPI·tENT PROJECT-----_.
·t· ~

( 683 - O~45 )

PROJEC'i:' EXPENDITURES TiiROUGlI DECE!ffiER 31, 1986

I"i ~.

.., .

r:UNCTIONS STATUS OF FUi·JDS

Per~onnel :;; 281,lB6.80 ITravel & Allowances 136,046.55 ,

Equipment 40,316

ISupplies 17,206

Training 51,067

Construction 17,059

Other 6,945.49

Indirect 149,547.80

.'I .

I TOTAL

t~ASH INGTON

') 235,836.80

56,046.55

-0-

-0-

-0-

-0-

1,000

149,547.80

442,431.15 ~~~

FIELD

$ 45,350

80,000

40,346

17,206

51,067

17,059

-5 r945. 49

-0-

256,973.49

GRAND TOTAL $ 69.9,40 <1.64
$ 699,404.64

~
~

* N.B.: Anticipated expenditures Jan. 1, 1987 through ~lay 15, 1987 will
total $36,000 approx. Please see letter USAID No. 0197 from
Ernest F. GIBSON.

,,""




